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SUMMARY 
 
The purpose of this study was to develop a process model in order to meet 
outcomes of graduate training programmes, with specific relevance to 
Volkswagen of South Africa.  To do this, VWSA’s Graduate Training Programme 
was assessed in terms of the approach currently used by VWSA to recruit, select 
and train graduate trainees.  A literature study was conducted to reveal strategies 
for effectively training new recruits and the development of leadership 
competencies.  Based on this study a model was developed to facilitate the 
graduate training programme process to achieve programme objectives. 
 
The study aimed at making a contribution to graduate training programmes by 
identifying key leadership competencies, as well as the training interventions 
which lead to the development of these competencies.  It was found that the 
technical skills that the trainees acquire at their tertiary educational institutions 
are not sufficient in today’s workplace, thereby necessitating closer working 
relationships between these institutions and businesses so that needs can be 
shared, as well as more comprehensive training programmes being provided. 
 
The research methodology comprised the following steps: 
• An analysis was made of VWSA’s current processes regarding recruitment, 
selection and training of their graduate trainees. 
 iv
• An assessment of leadership competencies in terms of knowledge, skills and 
attitudes that contribute to successful performance was undertaken. 
 
• Training interventions as a process was studied. 
 
• An analysis was made as to what extent the existing training interventions for 
VWSA’s graduate programme achieve the desired programme outcomes by 
means of a research questionnaire circulated to mentors/coaches and graduate 
trainees within the organisation. 
 
• A model was developed to serve as a holistic framework for the recruitment, 
selection and training of graduate trainees for all motor and related industries 
undertaking graduate training programmes. 
 
The above was achieved through a practical study and a literature study, making 
use of questionnaires, as well as relevant published, unpublished and electronic 
texts and studies. 
 
Conclusions were drawn and recommendations were made based on data 
established through theoretical research and data obtained from the 
questionnaires. 
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CHAPTER 1 
 
PROBLEM STATEMENT AND DEFINITION OF CONCEPTS 
 
1.1 INTRODUCTION 
 
Skills development through education and training has always been the most 
powerful lever for improving both individual opportunity and organisational 
competitiveness (van Dyk, Nel, Loedolff and Haasbroek, 2001, p. 4).  They 
continue that employers recognize the role a skilled and knowledgeable 
workforce can play in securing competitive advantage in international markets, 
and are of the opinion that the quality of an organisation’s resources will be the 
determining factor for their continuing progress and prosperity. 
 
Busse (1992, p. 3) agrees with this by stating that the skills of the employees 
have become the employer’s competitive edge.  He adds that the workplace 
requires a new kind of worker with a broad set of skills, including problem-
solving, listening, negotiation and communication. 
 
A newly appointed employee does not automatically perform in accordance with 
the organisation’s expectations (Louw and Edwards, 1993, p. 806). They further 
state that the purpose of training is to develop in the employee the knowledge, 
skills and attitudes which are necessary for successful work performance, and 
that this goal can best be achieved by identifying training needs, deciding on the 
- 2 - 
content of the training, the appropriate training methodologies, and presenting 
and evaluation the training.   
 
Entry-level employees are now expected to perform at increasingly higher levels.  
They need to operate independently, using problem-solving and decision-making 
skills.  Statsz, Ramsay, Eden, Melamid and Kaganoff (1996, p. 8) write that 
workers are now expected to cope with a growing number of unpredictable 
problems.  They further add that in the changed work environment there has 
been a shift in decision-making and problem-solving from the supervisory level to 
the shop floor.  They continue that as autonomous working teams become more 
prevalent in organisations, employees need higher levels of interpersonal, 
teamwork, negotiation and organisational skills to enhance group effectiveness. 
 
As written by de Lange (1998, p. 17), Chapman and Kirkman (1995, p. 3) found 
that technology graduates in New Zealand possessed sound knowledge of their 
subject area, but employers believed that they did not possess the non-technical 
skills required to meet the demands of the workforce.  Wiggill (1991, p. 89) writes 
that similar deficiencies are evident among graduates entering the South African 
workplace.  Common problems of new entrants included a poor understanding of 
the role and functioning of organisational values and corporate culture.  In an 
earlier study, Young (1984, p. 24) obtained results similar to Wiggill.  He 
continued that non-technical skills required by entry-level employees include 
teamwork skills, problem-solving, decision-making, negotiating, learning skills, 
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flexibility, adaptability, communication skills, interpersonal skills, information 
management and organisation skills, working independently, coping skills, 
understanding organisational culture and values, goal setting and positive work 
attitudes. 
 
Smith (1989, pp. 15 – 24) states that the main problem entry-level employees 
encounter in their new working environment is that they have little practice in 
dealing with problem-solving, decision-making and interpersonal relationships.  
Candy and Crebert (1991, p. 571) add to this by stating that entry-level 
employees tend to emerge from tertiary education with their heads full of theories 
and information.  They continue that whilst technical skills are important, they are 
insufficient on their own, and therefore need to be complemented by the correct 
combination of non-technical skills, including communication, problem-solving, 
and teamwork, as this adds to the effectiveness of the employees. 
 
In an attempt to improve South Africa’s international competitiveness, the 
government introduced a revised system of education and training.  The Skills 
Development Act (Act 97 of 1998) was passed in order to develop and improve 
the skills of people in the workplace.  This Act made provisions for the National 
Qualifications Framework (NQF).  The NQF is an outcomes-based framework of 
standards and qualifications.  The South African Qualifications Act’s (SAQA Act, 
Act 58 of 1995) primary role is to oversee the development and implementation 
of the NQF.     
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In an attempt to meet the equity requirements as laid down by law, many 
organisations are embarking on graduate training programmes.  The aim of such 
programmes is to ensure a supply of high potential employees from the 
designated groups, who are trained, prior to entering their departments, on 
corporate culture and values as well as non-technical skills required to ensure 
optimum performance, and who have the potential to fill future leadership 
positions.     
 
Historically, training in organisations was often undertaken in a hap-hazard 
manner with little thought to desired outcomes, and almost no consideration 
given to the transfer and implementation of new skills into the actual job.  This 
type of training added little, if any, real value to neither the individual nor the 
organisation.  In terms of SAQA and the NQF, all training undertaken has to be 
outcomes (competency) based.  This helps ensure the portability of new skills 
into job performance.   
 
From the above viewpoints, the ability to correctly identify training interventions to 
ensure that programme outcomes are achieved, forms the basis of this research 
study and provides the foundation for the proposed main problem. 
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1.2 THE MAIN PROBLEM 
 
To what extent is VWSA’s current graduate training programme effective in 
achieving programme outcomes? 
 
 
1.3 SUB PROBLEMS 
 
Further analysis identifies the following sub problems: 
 
SUB-PROBLEM ONE 
What approach is currently used by VWSA to recruit, select and train graduate 
trainees? 
 
SUB-PROBLEM TWO 
What does the literature reveal with regards to strategies for effectively training 
new recruits and the development of leadership competencies? 
 
SUB-PROBLEM THREE 
To what extent do existing training interventions compare to theoretical models 
used to train new employees and develop leadership competencies? 
 
 
- 6 - 
1.4 DELIMITATION OF RESEARCH 
 
The purpose of this delimitation is to ensure that the research topic is 
manageable from a research point of view. 
 
1.4.1 ORGANISATIONAL PROFILE 
 
The scope of this research is limited to Volkswagen of South Africa (Pty) Ltd, 
situated in Uitenhage in the Eastern Cape Province of South Africa. 
 
The company was formed in 1946 as the South African Motor Assemblers and 
Distributors (SAMAD). 
 
VWSA is a wholly-owned subsidiary of Volkswagen Germany.  This ensures that 
it follows the worldwide standards set by the parent company, and has enabled 
VWSA to stay apace of the latest technological developments in the motoring 
industry. 
 
VWSA employs in excess of 5 500 employees, and has an annual turnover in the 
region of R8 billion. 
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VWSA re-launched its Graduate Training Programme in 2001.  This involves a 
considerably more intensive and focused training intervention than previously 
undertaken. 
 
1.4.2 GRADUATE TRAINEES, MENTORS AND COACHES 
 
The main focus of this study will be the training interventions of the graduate 
training programme, and whether or not these interventions satisfy the desired 
programme outcomes.  As such, the opinions and impressions of both past and 
current graduate trainees will be researched, as well as the opinions and 
impressions of the division heads, managers and supervisors who are 
acting/have acted as mentors and coaches for each of these trainees.  
 
1.4.3 GEOGRAPHICAL DELIMITATIONS 
 
The empirical study will be confined to VWSA situated in Uitenhage. 
 
1.4.4 SUBJECT OF EVALUATION 
 
The study is limited to an evaluation of leadership competencies and the 
methods of training and developing graduate trainees in order to determine 
effectiveness of current programmes and to ensure the achievement of 
programme outcomes. 
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1.5 DEFINITION OF CONCEPTS 
 
For the purpose of clarity and understanding, the concepts of ‘Graduate Training 
Programme’, ‘Graduate Trainee’, ‘Training Interventions’ and ‘Programme 
Outcomes’ will be defined in sections 1.5.1 to 1.5.4. 
 
1.5.1 GRADUATE TRAINING PROGRAMME 
 
As per Odhams Dictionary of the English Language, Smith and O’Loughlin (p. 
493) define a graduate as “one who has graduated at a university”. 
 
They define the word training (p. 1096) as “the act of acquiring the necessary 
qualifications for the performance of some career, occupation …”. 
 
Van Dyk, Nel, Loedolff and Haasbroek (1997, p. 227) define training as “… a 
learning experience in that it seeks a relatively permanent change in an individual 
that will improve his her ability to perform on the job”.  They further extend on this 
(2001, p. 147) by stating that training is “…a systematic and planned process to 
change the knowledge, skills and behaviours of employees in such a way that 
organisational objectives are achieved”.  Cronje, Hugo, Neuland and van Reenen 
(1994, p. 371) support this by defining training as “… the efforts to improve an 
employee’s ability to perform a specific job or serve an organisational role”. 
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Smith et al. (p. 834) define ‘programme’ as “a statement of what has to be done, 
the course of one’s intended actions”, and “to design”. 
 
For the purpose of this research, a Graduate Training Programme is therefore a 
pre-designed and planned, systematic process aimed at the acquisition and 
improvement of skills, knowledge and behaviour necessary for achievement of 
organisational objectives, and is aimed at individuals who have graduated from 
either university or technikon. 
 
1.5.2 GRADUATE TRAINEE 
 
Smith et al. (p. 1096) define the word trainee as “one who is being trained; one 
qualified to a limited degree by special short training instead of apprenticeship”.  
 
As per the above definition of graduate, a Graduate Trainee is therefore defined 
as an individual who has graduated from either university or technikon, and who 
is undergoing a period of training aimed at the improvement of their skills, 
knowledge and behaviour necessary for achievement of organisational 
objectives. 
 
1.5.3 TRAINING INTERVENTIONS 
 
As per the definitions of ‘training’ in 1.5.1 
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Intervention is defined by Luthans (1989, p. 329) as the “…action step” of 
training. 
 
Intervention is further defined by Smith et al. (p. 587) as “the act of intervening”, 
and the word intervene as “to take place, occur, come between; to become a 
party to an action”. 
 
Therefore for the purpose of this research a Training Intervention is defined as 
the point of action whereby the acquisition of skills, knowledge and behavior 
occurs in a planned and systematic manner to ensure that organisational 
objectives are achieved.  
 
1.5.4 PROGRAMME OUTCOMES 
 
As per definition of ‘programme’ in 1.5.1. 
 
Van Dyk et al. (1997, p. 150) refer to outcomes as “…clear learning results…” 
that learners can “…demonstrate at the end of significant learning experiences”. 
 
Smith et al. (p. 750) define an outcome as a”result”. 
 
Therefore Programme Outcomes are defined as the clearly specified results, in 
terms of the acquisition of skills, knowledge and behaviours, that the training 
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must achieve and which have been laid down prior to training taking place, in 
order to give the training focus and direction.   
 
 
1.6 ASSUMPTIONS 
 
Firstly it is assumed that it is possible to research theoretical models of training 
and development, as in theory and practice there is sufficient information 
regarding training interventions in order to allow for a comprehensive study of the 
topic. 
 
It is further assumed that VWSA identifies training interventions in terms of the 
graduate training programme and selects these to achieve programme 
outcomes. 
 
Finally it is assumed that training interventions can be selected and modified in 
order to achieve programme outcomes, which allows VWSA to function at a 
higher level. 
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1.7 SIGNIFICANCE OF THE RESEARCH 
 
The importance of this study is found in the fact that VWSA operates in an 
increasingly competitive industry.  Pressure is placed on the industry in terms of 
quality, new technology, a potentially smaller market-share as more and more 
foreign vehicles become available in South African markets, and more educated 
and demanding consumers to name but a few. Future survival is dependent on 
the ability of motor manufacturers to not only supply local markets, but to meet 
the demands of export markets on both cars and components, as this is 
ultimately the area where profitability lies. It is therefore essential that an 
organisation adopts World-Class Manufacturing standards if it wishes to function 
and compete in a global market.  The most fundamental way of achieving this is 
through an organisation’s most valuable asset, namely their human resources.  
The performance and commitment of the workforce can literally mean the life or 
death of an organisation. 
 
The Motor Industry Development Programme has placed pressure on motor 
manufacturers in terms of growing markets and increasing exports.  Once again, 
only a well-trained and knowledgeable workforce will be able to meet these 
needs.   
 
In addition, new laws have placed pressure on organisations in terms of training 
requirements, as well as the implementation of employment equity plans.  If 
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organisations do not have the correct number of people from the designated 
groups in all levels of the organisation when they are audited, they face the 
possibility of heavy penalties. 
 
Based on the above, it is easy to see that the human resources of an 
organisation are the foundation for that organisation’s success.  Meaningful 
training and development of employees is the cornerstone of this. 
   
The majority of internationally-affiliated organisations are utilizing graduate 
training programmes to ensure a supply of high potential employees from the 
designated groups, who are well-trained and have the ability to occupy 
leadership position in the future.     
 
The aim of this research is therefore to develop a new model for graduate 
training interventions which will ultimately ensure the achievement of graduate 
training programme outcomes.  
 
Thus the results of this study will be applicable to managers, coaches, training 
programme facilitators and graduate programme co-ordinators in the motor and 
related industries, who are responsible for the training and development of 
graduate trainees. 
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1.8 OBJECTIVES OF THE RESEARCH 
 
The main objective of this study is to offer a holistic, practical and strategic model 
of training interventions, based on existing theory, which will add value by 
contributing to the body of knowledge that is training. 
 
The specific objectives of this research are to: 
 
• Assess leadership competencies in terms of knowledge, skills and attitudes 
that contribute to successful performance; 
 
• Study training interventions as a process and to determine what constitutes 
an effective intervention; and what constitutes an intervention that does not 
add value to the organization; 
 
• Analyze to what extent the existing training interventions for VWSA’s 
graduate programme achieve the desired programme outcomes; 
 
• Develop a holistic framework for the selection of training interventions, 
which can serve as a model for all motor and related industries undertaking 
graduate training programmes. 
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1.9 RESEARCH METHODOLOGY 
 
In order to promote the logical solution of the main and sub problems the 
following broad procedure was followed: 
 
(a) A practical study was undertaken whereby current training interventions 
regarding VWSA’s graduate training programme were identified and the 
extent to which these meet programme outcomes were assessed. 
 
(b) A literature study was undertaken wherein existing models relating to 
training interventions were sourced and analyzed to assist with the 
development of a model. 
 
The above procedure will be accomplished using questionnaires, as well as 
relevant published, unpublished, and electronic texts and studies.  
 
(c) Empirical data required to achieve the research objectives was obtained 
through the use of: 
 
• Questionnaires directed towards current and past mentors, coaches 
and graduate trainees to assess opinions and expectations and the 
degree to which these expectations are met, to determine effective 
training processes. 
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(d) Conclusions were drawn and recommendations made based on data 
established through theoretical research and data obtained from the 
questionnaires. 
 
 
1.10 CONCLUSION 
 
The aim of this chapter was to present the main problem to be addressed in this 
study and outline how it is to be solved.  The core concepts and terms were 
defined to ensure clarity and consistency throughout the study.  The solution of 
the main problem of this study was achieved by solving the sub-problems in the 
following chapters: 
Chapter Two:  An analysis of the recruitment and selection methods and  
  processes currently used by VWSA 
 
Chapter Three:  An analysis of the current training interventions surrounding 
VWSA’s Graduate Training Programme  
 
Chapter Four: The identification of leadership competencies and strategies 
to effectively train new recruits 
 
Chapter Five: Research Methodology for the empirical study and results 
 
Chapter Six: Conclusion and recommendations 
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CHAPTER 2 
 
AN ANALYSIS OF THE RECRUITMENT AND SELECTION 
METHODS AND PROCESSES CURRENTLY USED BY VWSA 
 
2.1 INTRODUCTION 
 
The successes of any individual in any position is largely dependent on the 
correct initial recruitment and selection of that individual for that position.  It is 
essential that the persons undertaking the recruitment and selection of 
candidates ensure the right fit of that candidate with the position from the outset.  
Right fit is determined by both the personal as well as technical requirements of a 
position, and the ability or potential ability of a candidate to meet these 
requirements in such a way as to be productive.   
 
What then does recruitment and selection entail? 
 
Recruitment has been described by Cronje, Hugo, Neuland and van Reenen 
(1994, p. 364) as “…searching as widely and as thoroughly as possible for 
people who might be suitable for vacancies in the enterprise and encouraging 
them to apply for these vacancies.”  Gerber, Nel and van Dyk (1999, p. 89) 
support this by their definition of recruitment: “Employee recruitment involves 
those organisational activities that influence the number and / or the types of 
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applicants who apply for a position and / or affect whether a job offer is 
accepted”.  They further state that the aim of recruitment is to encourage 
applicants who have the right skills and knowledge to meet the needs of the 
organisation to apply for employment. 
 
Selection, according to Gerber et al. (1999, p. 103), “…involves the choice, from 
a pool of candidates, of the most suitable candidate who, according to the 
judgement of the selection panel, best meets the given job requirements”.  Cronje 
et al. (1994, p. 366) extend on this by stating that that the decision to select an 
individual is based on the perception / prediction that this person will be 
successful should he / she be appointed to that post, and that the objective of 
selection should therefore be “…to appoint employees who should best be 
capable of meeting the desired performance standards”. 
 
Recruitment therefore is finding the right people and encouraging them to apply 
to the organisation, and selection is choosing from this pool of applicants the 
person (s) most likely to meet organisational needs. 
 
Based on the above descriptions, it is clear that recruitment and selection go 
hand in hand.  The right people cannot be selected if they have not been given 
the opportunity to apply to the organisation (ineffective recruitment methods), and 
conversely there is no point in spending time and money on recruitment if the 
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selection methods and strategies are sub-standard.  One without the other is 
therefore futile.  
 
VWSA has been running their current graduate training programme since 2001.  
Prior to its implementation, the recruitment and selection methods and processes  
were identified and agreed to by the various role-players, including Human 
Resources and Training personnel.   These are the methods and processes that 
are still in place. 
 
In this chapter, the aims and desired outcomes of VWSA’s Graduate Training 
Programme will be discussed.  Current recruitment and selection methods and 
processes used will be explained, including needs identification, the selection of 
tertiary institutions as primary recruitment sources for graduate trainees, 
applications, screening, testing, assessments, and the making of offers for 
VWSA’s Graduate Training Programme.   
 
 
2.2 THE AIM OF VWSA’S GRADUATE TRAINING PROGRAMME 
 
Market conditions, with particular emphasis on globalization and World Class 
Manufacturing, have placed VWSA under pressure to perform and compete in an 
ever-increasingly competitive environment.  As quoted by Jolyon Nash (2004), 
the Sales and Marketing Director of VWSA, “Whilst in 1994 there were only 11 
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vehicle brands to choose from, in 2004 there are currently 48 brands with 840 
models available.  The manufacturers of these vehicles are each fighting for their 
share of this market”.   
 
Coupled with this is new labour legislation, particularly the passing of acts such 
as the Skills Development Act (Act 97 of 1998) and the Employment Equity Act 
(Act 55 of 1998).  These acts demand that companies align their employment 
equity quotas in line with requirements as laid down by law, or risk facing 
enormous penalties.  One of the most effective ways of doing this is to upgrade 
staff competencies through training and development interventions. 
 
Currently in South Africa there is an oversupply of unskilled labour, but a drastic 
shortage of skilled labour such as technical labour (engineers) capable of 
entering supervisory / managerial positions.  This poses an enormous challenge 
to an organisation in terms of meeting their equity requirements.  One way to 
help alleviate this situation is through intensive training and development 
programmes. 
 
VWSA has long had a graduate training programme of sorts.  In fact, many of 
their current supervisors, managers and general managers began with the 
company many years ago as graduate trainees.  However, past graduate training 
programmes were largely unstructured and unfocused.   
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In light of the pressures mentioned above, the decision was taken in 2000 to 
embark upon a new graduate training programme, whereby greater emphasis 
would be placed on recruiting future leaders from the previously discriminated / 
disadvantaged group (PDG), with the focus of the programme being on 
developing future leadership potential.   
 
In accordance with the above, the 2001 Graduate Training Programme’s equity 
target was 80% PDG (including white women).  The 2002 and 2003 programmes 
focused on 90% affirmative action (including white women).  The 2004 
programme, however, has excluded white women from the PDG group (as per 
legislation), resulting in an equity target of 90% affirmative action and 10% white 
female (no white males).   A large portion of the disciplines recruited since 2001 
has been engineers, as this is where the serious skills shortage lies within the 
organisation.   
 
The selection standards of the programme are very high in terms of levels of 
communication, leadership potential, the ability to use one’s own initiative, 
behave in a proactive manner, professionalism, etc.  As such, the procedure 
followed to ensure that the correct applicants are selected and offered positions 
on VWSA’s Graduate Training Programme is a lengthy one, and will be 
discussed further on in this chapter. 
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The aim of the programme then is therefore two-fold: 
 
• To ensure a supply of well-educated and well-trained PDG individuals who 
have the potential to occupy leadership positions in the future, with 
particular emphasis on engineers. 
 
• To meet the Employment Equity requirements as laid down by legislation. 
  
 
2.3 THE DESIRED OUTCOMES OF VWSA’S GRADUATE 
TRAINING PROGRAMME 
 
As per the aims as stated above, HR and Training personnel identified the 
following outcomes: 
 
• A supply of well-trained, competent PDG individuals capable of occupying 
leadership positions in the medium-term. 
 
• A supply of PDG technical engineers capable of occupying leadership 
positions in the future. 
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• The development of close working relationships with the divisions 
concerned to ensure numbers and disciplines of graduates recruited is in 
line with divisional and organisational needs. 
 
• Offer a competency-based programme to meet the requirements of the 
Skills Development Act (Act 97 of 1998). 
 
• Provide a comprehensive training programme encompassing areas such as 
Business Skills Development, Leadership Skills Development, and Personal 
Development, as well as providing insight into all areas of VWSA, from the 
factory floor to the boardroom. 
 
 
2.4 NEEDS IDENTIFICATION 
 
VWSA’s Graduate Training Programme is a 12 month contract position, with no 
guarantee of permanent placement on the expiration of the contract.  Placement 
decisions are determined by headcount as well as the trainee’s performance 
during the contract period.   
 
Since large sums of money are allocated to the training and development of 
these trainees, the aim is that all trainees will be competent at the end of the 
training period so as to warrant permanent placement.   
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Performance is therefore closely monitored, with detailed reports being discussed 
and signed by all parties, namely the graduate trainee, his / her mentor and his / 
her coach, on a monthly basis.  These performance reports are also screened by 
the coordinator of the programme so that potential problem areas can be 
addressed immediately.  The assumption is that as the trainees are informed of 
areas of improvement, and as they are given opportunities to improve these 
areas, performance should not be an issue when the time comes to make 
placement decisions.   
 
For this reason it is essential that a thorough human resources needs analysis be 
conducted prior to recruitment being undertaken to ensure headcount does not 
become an issue when making the placement decisions at the end of the training 
period.  It would be extremely counter-productive, after spending so much time 
and money on the development of high potential PDGs, to have to say farewell to 
them at the end of the training period as a result of poor manpower planning 
(resulting in a shortage of headcount and therefore no possibility of appointment). 
 
2.4.1 The identification of the need for graduate trainees as per specific 
divisional requirements, with specific focus on numbers and disciplines 
 
In approximately May / June of each year, Talent Focus sessions are held 
between the various Division Heads, Human Resources and Training personnel.  
The aim of these sessions is to ascertain future manpower needs.  Current 
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trends of natural attrition are considered (the employees due to retire within the 
next 2 years, average numbers of resignations / movements within the 
department, future needs of the department, etc).  Various training programmes, 
including the Graduate Training Programme, the Commercial Trainee 
Programme, and the Technician Training Programme, are then considered as a 
means of fulfilling divisional human resource needs. 
 
As the Graduate Training Programme is a 12 month contract position, with no 
guarantee of permanent placement at the end of this period (placement 
determined by performance of the individual as well as headcount constraints), 
the divisions are expected to do a forecast of their manpower needs 24 months in 
advance. 
 
The divisions then specify the number of graduate trainees they require for the 
graduate programme due to commence the following year, as well as specific 
academic requirements and qualifications.  Human Resources takes this 
information and does an analysis of these requirements to ascertain their 
accuracy / viability.  Training then evaluates the number of graduate trainees as 
requested by the divisions and compares this with the number of graduate 
trainees budgeted for over the following year.  Based on this evaluation a final 
decision is made in terms of the number of trainees that will be recruited for each 
division. 
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2.5 THE IDENTIFICATION AND SELECTION OF 
PARTICIPATING EDUCATIONAL INSTITUTIONS AS 
PRIMARY SOURCES OF POTENTIAL GRADUATE 
TRAINEES 
 
As VWSA is highly committed to developing and supporting the local community, 
local educational institutions are among the first considered when sourcing 
potential graduate trainees.  These are the University of Port Elizabeth, Vista 
University, Port Elizabeth Technikon (these 3 institutions will merge into the 
Nelson Mandela University by the year 2005), and Rhodes University (situated in 
Grahamstown).   
 
As the Port Elizabeth Technikon is the only local institution mentioned above 
which offers technical qualifications, a decision was taken to consider alternative 
sources.  This decision effectively widened the pool from which to draw 
applicants as Cape Town institutions were now considered, specifically looking at 
Peninsula Technikon, Cape Technikon, University of Cape Town and 
Stellenbosch University.  This also allowed for the recruitment of both Degreed 
and Diploma engineering graduates.   
 
In subsequent years, the pool was widened to include the Witwatersrand 
Technikon, the University of the Witwatersrand, and will be extended to include 
Rand Afrikaans University.  The main reason for the inclusion of Gauteng-based 
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institutions is to support the Marketing division, half of which is based in Midrand 
in Gauteng. 
 
The decision to extend recruitment beyond the Eastern Cape was further 
supported by the scarcity of Polymer Scientists (Plastics Technology students) 
and Metallurgists, and by the fact that many Eastern Cape students relocate to 
cities such as Cape Town and Johannesburg for the duration of their studies.   
 
The majority of the above-mentioned educational institutions run a formal 
graduate recruitment drive, whereby companies are invited to send posters 
advertising their graduate training programmes and inviting applications for the 
positions advertised.  These institutions take responsibility for putting up the 
posters, distributing and collecting application forms, and sending these to the 
companies involved.  They also organize venues for interviews to be conducted 
during specific time periods.  In instances where the institutions do not run formal 
recruitment drives, a contact person within that institution is sourced as a means 
of making contact with the students.  
 
Current VWSA employees are also considered, as there are many individuals 
working for the organisation who have diplomas and degrees, but have not 
managed to secure positions off of the production line (blue collar positions) due 
to their lack of work experience.  These applicants are however required to 
partake in the same selection process as any other candidate recruited from a 
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tertiary institution, and are not given preferential treatment as this would 
undermine the credibility of the programme.  Should internal employees meet the 
requirements of the programme, they are given written assurance that at the 
expiration of the training contract, should they not be successful in securing a 
position, the company will secure them a place back on the production line. 
 
 
2.6 THE APPLICATION FORM 
 
Posters are put up on the notice boards of the above mentioned tertiary 
institutions inviting students in specified fields to apply for VWSA’s Graduate 
Training Programme by completing an application form.   
 
2.6.1 The design of the application form 
 
The application form is fairly standard and covers areas such as personal details, 
academic details and prior work experience.  It also includes a few probing 
questions such as strengths, areas of development, greatest achievement and 
greatest disappointment.  The application form requests that the applicant write 
an essay of no more than 300 words to justify why they feel that they should be 
part of the graduate training programme.  This essay is used primarily to judge 
written communication skills, which are not generally apparent from the 
application form.    
- 29 - 
In addition to the application form and essay, applicants are asked to supply 
certified copies of the following: 
 
? ID Book 
? Full Academic Record for all years of tertiary study 
? A detailed curriculum vitae 
 
2.6.2 Methods of screening application forms in order to select candidates to 
participate in preliminary screening interviews 
 
Application forms are screened on the basis of the following: 
 
Has the applicant met all the criteria as laid down in the application form (i.e. has 
the application form been filled out as requested, and is it accompanied by the 
essay, copy of ID book, full academic record, and detailed curriculum vitae); 
 
Has the applicant already qualified / is the applicant going to qualify by year end 
in a discipline as specified by the final decisions resulting from the talent focus 
sessions; 
 
What is the standard of the academic record (has the applicant completed the 
course in the minimum time period, and are the results above average to 
excellent); 
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Has the applicant held leadership positions at school and during their tertiary 
studies (captain of a sports team, president / chairperson of a society, prefect, 
house captain, etc); and 
 
What was the level of involvement of the applicant in team sports, school 
activities, extra-mural activities, societies, etc (i.e. is he / she well rounded both 
academically as well as socially, and does he / she portray himself / herself as a 
team player). 
 
Based on an analysis of the above, candidates are shortlisted for a screening 
interview.  On average, 3 500 – 4 000 applications are received annually, of 
which 350 – 400 are selected for screening interviews. 
 
 
2.7 THE PRELIMINARY SCREENING PROCESS 
 
Applicants are screened to ascertain whether or not they meet the basic 
requirements to participate on the graduate training programme.  As previously 
mentioned, the requirements are relatively high.  This is, therefore, the point at 
which the contents of their application form is compared with how they present 
themselves at the interview.  It is not sufficient for a candidate to have an 
excellent academic record but be unable to communicate effectively, for 
example.   
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The screening interview is brief (approximately 15 minutes long).  A structured 
questionnaire is used, and the applicant is rated according to specific traits (as 
discussed in section 2.7.1).  
 
2.7.1 The design of the screening questionnaire 
 
The screening questionnaire is designed to assess the following: 
 
? an applicant’s verbal interaction / communication skills (written 
communication having been assessed by the 300 word essay accompanying 
the application form); 
 
? the applicant’s knowledge of VWSA (has he / she taken the time and effort to 
research the company prior to the interview – is he / she prepared); 
  
? leadership potential; 
 
? self-confidence; 
 
? the quality of his / her responses (the ability to think on his / her feet and use 
basic logic); 
 
? current computer literacy; and 
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? the overall impression the applicant has created (i.e. the way in which he / 
she presented him /herself - professional, neat, motivated to secure a 
position, respectful). 
 
2.7.2 Setting up of the screening interview 
 
Once applications have been screened (as per section 2.6.2), a shortlist is 
complied and these applicants are invited to attend the screening interview.  This 
is done by means of a telephonic invitation, as this has proven to limit ‘no-shows’ 
for the interviews.  The screening interviews usually take place at the institution 
where the applicant is studying. 
 
2.7.3 Conducting the screening interviews 
 
All screening interviews are conducted by the Graduate Training Programme 
Coordinator to ensure consistency and the maintenance of uniform standards of 
assessment.  Immediately after the interview, the coordinator makes the decision 
whether or not the applicant will proceed to the next stage of the selection 
process, i.e. testing, based on an assessment of the factors as highlighted in 
section 2.7.1.     
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2.8 TESTING 
 
The aim of the testing phase of the selection process is to ensure objectivity 
(interviews are to a large degree subjective), and to assess whether or not the 
applicant has the inherent potential to meet the requirements of being a graduate 
trainee within VWSA.  Tests also highlight information that cannot be gained from 
the application form (Cronje, Hudo, Neuland, and van Reenen; 1994, p. 367).  
 
2.8.1 Identification and selection of tests used 
 
A number of assessment tests and tools were considered and administered.  The 
training department and HR eventually decided on the Thomas International 
(TST) Test as an initial screening tool.  This is a test that is used internationally, 
and is held in high regard in terms of being able to assess inherent potential in 
certain core areas.  It is available in the Eastern Cape in English, Afrikaans and 
Xhosa, and is non-discriminatory.  
 
The areas addressed in the TST test are as follows: 
 
? Feature Detection (measures how quickly and accurately people can carry 
out simple checking tasks in their head, the ability to look at a situation and 
draw out what is important); 
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? Reasoning (measures the ability to use logic to make decisions -  especially 
important for leaders); 
 
? Number Speed and Accuracy (measures how quickly and accurately people 
carry out simple number tasks in their heads); 
 
? Working Memory (Measures how quickly and accurately people carry out 
memory tasks in their heads); and 
 
? Orientation (measures technical aptitude). 
 
2.8.2 Administration of the tests 
 
Once again, the Graduate Training Programme Coordinator administers and 
scores the tests. 
 
Selection of candidates 
 
Candidates are selected as per discussion in section 2.7.3 
 
Application of tests 
 
All candidates from the same institution are tested on the same day.  The tests 
take approximately 2 hours to complete.  There are 5 separate sub-tests (as 
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discussed in section 2.8.1., each with its own time limit.  One test is completed 
and placed in the folder before the next test is begun.  Once a test has been 
completed the applicant may not return to it.  Before each test, there is an 
example page of that test.  The test is explained to the applicants in detail, after 
which they have the opportunity to do the examples.  Only once all the applicants 
are satisfied that they understand the test, is the test begun.  Each test is timed 
by means of a countdown timer, and once the time has expired the candidates 
have to stop writing and place the test in their folder.  The candidates are given a 
brief break between tests 3 and 4. 
 
Interpretation of results 
  
The tests are scored by means of a template.  The fundamentals of this test are 
speed and accuracy i.e. it is no use answering all the questions on the test if the 
majority of the questions are answered incorrectly.  Likewise, it is no use only 
answering an eighth of the questions, even if these eight are all answered 
correctly.  The test is scored according to the number of questions answered, 
and the number of questions answered correctly.  These scores are then fed into 
the computer where the programme generates a percentile ranking and a training 
quotient per test.  A general training quotient and overall percentile ranking are 
then generated for all tests combined.  VWSA has a cut-off score based on 
international trends.  Anyone who scores below this cut-off is then discounted 
from participating further in the selection process.  These individuals are then 
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sent letters of regret, whilst the files (containing all the application documents and 
the TST tests) of those who have scored well on the tests are taken to the 
Human Resource Department and discussed with the relevant Human Resource 
Consultants.  A decision is then taken on which individuals should be invited to 
participate in the final interview process. 
 
 
2.9 THE FINAL INTERVIEW 
 
This is the stage of the process where the formal interview takes place.  It is a 
panel interview, conducted by the line manager of the department concerned, 
another representative of the department, and the relevant Human Resources 
Consultant.  It is an hour-long interview, and is very structured.  Candidates are 
invited to spend the day with VWSA, and to partake in a number of other 
activities (as discussed below) in addition to the interview, in order that a 
comprehensive assessment can be made. 
 
2.9.1 The identification and selection of candidates to participate in final 
interviews 
 
The decision of whom to invite is by an overall assessment of the application 
documents, where aspects such as academic record, participation in activities, 
prior leadership positions, and the content and use of English language of the 
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written exercise are considered.  Added to this are the results of the screening 
interview, and the general training quotient and percentile ranking as laid down in 
the TST tests, as discussed in section 2.8.2.3.  From the process described 
above, a decision of best fit is made, and these people are then contacted 
telephonically and invited to participate in the final interview stage of the selection 
process. 
 
2.9.2 The identification and selection of line management and other personnel 
to conduct the final interviews 
 
The final interviews are always panel interviews.  Generally the line manager of 
the department where the graduate trainee will be placed is asked to participate.  
If, for example, three departments within the Finance Division are looking for 
graduates, then these three line managers will interview the candidates together 
so that a joint decision can be made on which candidate would be best suited to 
which department.  Frequently the supervisor under whom the graduate trainee 
will be working is also invited to participate in the interview.  In addition, it is 
essential that the relevant Human Resources Consultant who looks after that 
particular division be part of the process.  
 
2.9.3 Assessment tools used during the final interview process 
 
In order that a comprehensive assessment can be made, various tools (as 
described below) are used during this stage of the selection process.  They are 
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all designed to measure some or all of a number of characteristics / traits that the 
organisation has identified as necessary for an individual to be successful as a 
graduate trainee.   
 
The characteristics / traits are as follows: 
? Initiative / Drive / Self Motivation; 
? Assertiveness / Interpersonal Skills; 
? Leadership Skills; 
? Judgement; 
? Self Confidence / Self Esteem; 
? Verbal / Written Communication; 
? Internal Locus of Control; and 
? Work Standards / Tenacity. 
 
The participants are scored on a four-point scale, with one representing ‘weak’ 
two representing ‘fair’, three representing ‘sufficient’, and four representing ‘ 
excellent’. 
 
The selection tools utilized are outlined below. 
 
The interview questionnaire 
 
The questionnaire used is a detailed, structured questionnaire designed to 
assess various abilities and traits.  All interviewers are sent a copy of the 
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questionnaire, which included tips of what to look for at each question, prior to 
the interview taking place.   
 
The questionnaire is extensive, and the questions posed in the various sections 
are designed to make an assessment of the following traits: 
? Initiative / Drive / Self Motivation; 
? Assertiveness / Interpersonal Skills; 
? Leadership Skills; 
? Judgement; 
? Self Confidence / Self Esteem; 
? Verbal Communication; 
? Internal Locus of Control; and 
? Work Standards / Tenacity. 
 
The written exercise 
 
Participants are given a choice of two essay topics.  They are required to write an 
essay of no more than 300 words on either one, and are assessed (scored) on 
the following: 
 
? Written Communication;  
? Initiative / Drive; and  
? Judgement. 
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The case study 
 
The aim of the case study is to assess the ability of the participants to think under 
pressure and make rational decisions.  They are given a scenario to read 
through, and then present their solution to the interview panel.  It is an individual 
activity which helps measure the internal locus of control of each participant.  As 
they have to present this verbally, presentation skills can also be assessed. 
 
Scores are as per the following traits: 
 
? Initiative / Drive; 
? Assertiveness / Interpersonal Skills; 
? Judgement; 
? Self Confidence; 
? Verbal Communication; and 
? Internal Locus of Control 
 
The leaderless group discussion 
 
This takes the form of a group activity.  The participants are required to sit around 
a table.  They are then given a fairly controversial topic which they have to 
discuss and advise on.  They are only allowed to address each other, not the 
members of the interview panel.  The members of the interview panel sit around 
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the room and assess their particular candidates by means of a pre-prepared 
assessment sheet.   
 
The areas of assessment include the following: 
 
? Initiative / Drive / Self Motivation; 
? Assertiveness / Interpersonal Skills; 
? Leadership Skills; 
? Judgement; 
? Self Confidence / Self Esteem; and 
? Verbal Communication. 
 
The Personal Profile Analysis (PPA) 
 
This is not a personality test, but rather a means of identifying personal traits and 
the areas and types of people they are best suited to working with, as well as 
how that person behaves under pressure.  Participants are required to rate 
themselves on a number of adjectives, identifying those words that describes 
themselves the most and the least.  These are then fed into the computer and a 
personal profile is generated.  As the personal profile of a person could change 
over time and with work experience, this step is used as a guide only, but it is 
useful in highlighting certain pertinent characteristics that may make a particular 
person more / less suited to a particular department. 
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The scores for all the above activities are recorded as per characteristic / traits, 
and a graph is compiled.  An ideal graph will only have scores in the three and 
four columns.  A person who has scored mainly ones and twos for the combined 
activities is automatically eliminated from further consideration. 
 
 
2.10 MAKING OF OFFERS AND SIGNING OF CONTRACTS 
 
Once the role players have made the decision as to whom they would like their 
graduate trainee to be, the coordinator makes the offer.  This is done 
telephonically, and aspects such as salary and benefits are discussed.  As soon 
as the candidate has accepted the position, two contracts are mailed to the 
person – one for them to sign, and one for the person to keep.  A letter of 
congratulations is sent at the same time, which includes details regarding starting 
date, time, venue, and well as contact details of the coordinator should they have 
any queries prior to start date. 
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2.11 CONCLUSION 
 
It is clear from the above that the recruitment and selection process for VWSA’s 
Graduate Training Programme is both extensive and intensive.   
 
The company recognizes the importance of attracting high calibre PDG 
candidates to the organisation, to meet both market demands as well as 
requirements laid down by law.   
 
The company also recognizes the fact that it does not matter how excellent a 
training programme is, if the participants are not of the right calibre, the training 
becomes ineffective. 
 
A prerequisite in being competitive in a global environment and in employing 
world class manufacturing processes, is the manpower at the organisation’s 
disposal.  Coupled with the legislation regarding equity targets, VWSA has 
embarked on the Graduate Training Programme as a means of ensuring a 
continuous supply of employees capable of occupying leadership positions in the 
future, who are largely from the PDG group. 
 
As is obvious from the discussion in the chapter, much commitment is given to 
the recruitment and selection of these candidates, as this is where the process 
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begins, and anything that happens after this would be meaningless if this step is 
conducted in an unprofessional, haphazard manner. 
 
VWSA is now able to focus on the training of these high potential PDG 
individuals, in order that the needs of the organisation be met. 
 
In the following chapter the training interventions that VWSA currently uses for 
their Graduate Training Programme will be discussed. 
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CHAPTER 3 
 
AN ANALYSIS OF THE CURRENT TRAINING INTERVENTIONS 
SURROUNDING VWSA’S GRADUATE TRAINING PROGRAMME 
 
3.1 INTRODUCTION 
 
As stated in Chapter 1, for the purpose of this research a Training Intervention is 
defined as the point of action whereby the acquisition of skills, knowledge and 
behaviour occurs in a planned and systematic manner to ensure that 
organisational objectives are achieved. 
 
As training so often occurs in a haphazard manner thereby reducing 
effectiveness, it is imperative that any training undertaken is well-planned, 
structured, and directed towards a real need.  Provision must also be made to 
ensure the transferability of new skills into the work environment. 
 
The central focus of VWSA’s Graduate Training Programme is to bring newly-
graduated employees into the organisation, for the purpose of ensuring that the 
organisation has a continuous supply of well-educated and well-trained 
individuals capable of occupying future leadership roles within the organisation.  
The difficulty surrounding this is that the majority of the Graduate Trainees are 
recruited directly from tertiary institutions, and therefore have no practical 
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knowledge of what the world of work entails.  Whilst theoretically sound, their lack 
of experience results in limited ability to practically apply the knowledge that they 
have acquired.  Their knowledge and experience around the dynamics of team 
work, decision-making, working to deadlines and the pressures of a corporate 
environment is severely limited.   
 
As discussed in Chapter 1, Wiggill (1991, p. 89) states that many new entrants 
have a poor understanding of the role and functioning of organisational values 
and corporate culture.  Candy and Crebert (1991, p. 571) add that entry-level 
employees tend to emerge from tertiary institutions with their heads full of 
theories and information, and whilst technical skills are important, they are 
insufficient on their own.  In order that the effectiveness of the employee be 
enhanced, this theoretical knowledge needs to be complemented by the correct 
combination of non-technical skills, including communication, problem-solving, 
and teamwork. 
 
Young (1984, p. 24) expands on this by stating that entry-level employees require 
non-technical skills, including teamwork skills, problem-solving, decision-making, 
negotiating, learning skills, flexibility, adaptability, communication skills, 
interpersonal skills, information management and organisation skills, working 
independently, coping skills, understanding organisational culture and values, 
goal setting and positive work attitudes.  
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This is supported by Smith (1989, pp. 15–24), saying that the main problem 
entry-level employees encounter in their new working environment is that they 
have little practice in dealing with problem-solving, decision-making and 
interpersonal relationships. 
 
The challenge to the organisation is therefore to equip entry–level employees 
with the non-technical skills that are integral to successful performance, thereby 
ensuring that they perform productively, ultimately contributing to the overall 
success of the business. 
 
The organisation expects that Graduate Trainees to perform at a high level from 
the outset. For this reason, it is essential that the competencies required of 
Graduate Trainees in order to meet performance expectations are well-defined, 
and that all training interventions are directed towards the attainment of these 
competencies.  
 
 
3.2 IDENTIFICATION OF KEY COMPETENCIES REQUIRED BY 
VWSA GRADUATES TRAINEES 
 
Prior to embarking on any form of training, the outcomes of this training must be 
defined.  In the case of VWSA’s Graduate Training Programme, this includes the 
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identification of key competencies necessary to ensure effective performance, as 
discussed above. 
 
Lengthy discussions and analysis of literature by the VWSA Education and 
Training Institute and the VWSA Human Resources department resulted in the 
identification of the following key competencies as being integral to successful 
performance in terms of the required outcomes of the Graduate Training 
Programme: 
 
• Initiative / Drive / Self Motivation; 
• Assertiveness /  Interpersonal Skills; 
• Leadership Skills; 
• Judgement; 
• Self Confidence / Self Esteem; 
• Verbal / Written Communication; 
• Internal Locus of Control; and 
• Work Standards / Tenacity. 
 
These traits / competencies were then used as the guide from which the 
selection and testing material were developed.  These traits / competencies also 
served as as a guide as to which training interventions should be employed (e.g. 
Interpersonal Skills enhanced through various team-building activities, working 
on project groups, making presentations, etc). 
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3.3 THE STRUCTURE OF THE GRADUATE TRAINING 
PROGRAMME 
 
VWSA’s Graduate Training Programme is divided into two core phases: 
  
3.3.1 Corporate Training 
 
During this phase, the Graduate Trainees (graduate trainees) are exposed to all 
areas of the organisation, from factory floor to boardroom.  The training received 
at this stage is generic i.e. all the graduate trainees, irrespective of qualification 
and intended division, receive identical training / exposure.  The aim of this 
training is to develop a holistic view of the organisation which serves as a base 
on which to build specific competencies. 
 
Below follows a discussion on the various training interventions implemented 
during this phase of the programme. 
 
Work Groups / Teams 
 
On their first day with the organisation, the new graduate trainees are tasked with 
dividing themselves into diverse work groups / teams.  They are given 
stipulations in terms of qualifications, gender and cultural mixes allowed in each 
group.  These groups remain the same throughout this phase of the training.   
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The aim is that the graduate trainees will learn from each other in terms of 
theoretical knowledge gained during their studies (a specific work group may 
have a mix of financial, marketing, and engineering graduate trainees, for 
example), as well as learn to interact within a diverse group of people.  The team-
player aspect is thereby developed, as well as their assertiveness and 
interpersonal skills.  Both verbal and written communication skills are practiced 
and developed during group work.  The graduate trainees are encouraged to use 
their initiative in solving problems and completing tasks, and ensure that 
decisions they make are based on sound judgement.  The importance of being 
self-motivated and confident in these interactions is discovered.  Their leadership 
skills are also practiced and developed, as each group has to nominate a leader 
for each project that needs to be worked on.  Group members then rate each 
other in terms of leadership style, and discuss ways of improving their 
effectiveness as leaders.   
 
By working in a group, the trainees learn how important it is to work as a team 
where each team member makes a contribution, where work standards and 
deadlines are met, and how to deal with issues on non-performance by certain 
team members. 
 
Divisional Presentations 
 
During the Corporate Training phase Directors or Division Heads from each of 
the divisions within the company spend time with the graduate trainees and 
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discuss the functioning of their divisions.  They focus on aspects such as the 
structure of the division, the roles and responsibilities of the division within the 
organisation, and specific challenges facing the division. 
 
The graduate trainees are supplied with basic information on the various 
divisions and general corporate information prior to any presentations taking 
place, and are required to develop a list of questions to pose to the speaker.  
These questions are formulated and agreed upon within their groups, thereby 
once again practicing both written and verbal communication, initiative, 
assertiveness, leadership skills, judgement and work standards. 
 
When planning their presentations, the guest speakers are requested to allow 
sufficient time for a question and answer session.   The graduate trainees then 
use the information gained during these presentations to complete their 
Corporate Projects (as discussed in more detail further on in this section). 
 
The following divisions / individuals make presentations to the graduate trainees: 
 
- The Managing Director 
- Human Resources 
- Human Resources Consulting 
- Communications 
- Education and Training Institute 
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- Finance  
- Marketing 
- Logistics 
- Information Services 
- Production 
- Quality Assurance 
- Purchasing 
- Labour Relations 
- Product Engineering 
- Manufacturing Planning 
- Community Relations 
- NUMSA (VWSA’s recognized trade union) 
 
The desired outcome of these presentations, other than the development of core 
competencies required as discussed above, is that the graduate trainees obtain a 
broad understanding of each division within the organisation, as well as the way 
in which the various divisions are inter-dependent.  As future leaders, it is 
essential that the graduate trainees understand the company as a whole in order 
for them to be able to make informed decisions. 
  
VWSA Presentations 
 
Representatives from various specialist functions / projects within VWSA are 
invited to give presentations to the graduate trainees. 
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These include the following: 
 
- Quality Audits 
- Quality Control Groups 
- Information Security 
- Ideas Management 
- Bursary Scheme 
- Staff Development 
- Further Education Programme 
- International Computer Diving License 
- VWSA Code of Conduct 
- VWSA HIV / AIDS Policy 
- Security / Safety on plant 
- Lease Car Scheme 
 
Once again, it is essential that the graduate trainees, as the proposed future 
leaders of the organisation, have an understanding of all aspects of the 
organisation, thereby equipping them to make informed decisions, as well as 
further develop the competencies as discussed under the heading above 
“Divisional Presentations”. 
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Plant Tours 
 
To increase the understanding and knowledge of how the manufacturing process 
works, tours of the following areas are undertaken: 
 
- A tour of the plant, starting at the Press Shop where the sheet 
metal is pressed into various body parts, on to the Body Shop 
where the bodies of the cars are assembled, through Assembly 
where the interiors of the cars are fitted, and ending at Final Vehicle 
Audit (the last stage of the process).  As the Paint Shop is a 
restricted access area due to the sensitivity of the process, a 
discussion is held on the activities occurring in this department, but 
the tour does not extend into the paint shop area.  The various 
warehouses and store rooms are shown to the graduate trainees, 
as well as VWSA’s on-plant fire station, the medical center, the 
Engine Plant, and the Pilot Hall. 
   
- VWSA is a CKD plant (Completely Knocked Down).  This means 
that the vehicles are all assembled from scratch.  This necessitates 
the use of a warehouse and careful strategizing to ensure all the 
correct parts arrive at the production line in the correct quantities 
and at the correct time to avoid line stoppages, which are very 
costly to the company.  The warehouse is called the CKD 
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Warehouse.  The graduate trainees embark on a guided tour of this 
warehouse.  They have an extended discussion with the manager 
of the warehouse around the manner in which the parts are 
received from suppliers and stored, as well as the logistics involved 
in getting the parts to the line in the correct quantities, and how 
these parts are accounted for, both in terms of quality and quantity. 
 
- The graduate trainees are also taken on a tour of the Product 
Engineering division.  Due to the confidentiality of many of the 
activities performed within this division, the security in this division 
is extremely tight, and access to the various departments within this 
division is limited.  One of the managers from this division spends 
time with the graduate trainees discussing the various departments 
within the division, and shows them how and where various testing 
procedures occur.  During this time they also have exposure to the 
Vehicle Test Track (where all the vehicles are tested before they 
are shipped to the various dealerships). 
 
Line Work 
 
The core business function of VWSA is the production of motor vehicles.  Every 
decision that leaders make either directly or indirectly affects production.  It is, 
therefore, of important that the graduate trainees understand the dynamics of line 
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work, including the processes employed to manufacture a vehicle, as well as the 
teamwork, stress and frustrations that the operators experience whilst working on 
the production line.  This can only be meaningfully learned and understood by 
physically spending time working as operators on the line, and actually living the 
process. 
 
 For this reason the graduate trainees spend a period of 3 weeks working on the 
production line as operators and physically build cars for the period.  The trainees 
work as an integral team member and are allocated specific tasks that they have 
to perform according to the required quality standard and within an allocated 
time.  The graduate trainees therefore experience the ‘highs and lows’ of line 
work first hand, as well as the outcomes (sometimes positive and sometimes 
negative) of decisions taken at a higher level.  The graduate trainees experience 
the dynamics of team work, and are provided with the opportunity to develop their 
verbal communication, self-motivation, internal locus of control, assertiveness 
and work standards competencies.  
   
In addition to the actual line work, graduate trainees have a written assignment to 
complete during this period (as discussed further on in this section).  This 
necessitates their interaction with various members of the production team, from 
supervisors to team leaders to operators.  This assignment is compiled for 
submission to the head of production.  Some of the line supervisors request that 
the graduate trainees compile a report for them, highlighting any suggested areas 
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of improvement, and ask that they give recommendations as to how these 
improvements can be implemented.  Once again, they are provided with the 
opportunity to develop both their written as well as verbal competencies, their 
initiative, drive, interpersonal skills, judgement, internal locus of control, self-
confidence and work standards competencies. 
 
Dealership Exposure 
 
As there is such a close relationship between the dealerships and the factory, it is 
important that the graduate trainees understand how a dealership functions, as 
well as the inter-relationship of the dealership and the factory.  For this reason, 
the graduate trainees spend time working in one of the local VWSA dealerships.   
 
The directive given to the dealership is to expose the graduate trainees to the 
following: 
 
- Insights into what dealers do to market VW products; 
- Competitive issues facing dealerships; 
- The process of selling a vehicle; 
- Typical customer issues they have to deal with; 
- After-sales service issues; 
- How to maintain your customer; 
- Critical success factors for a dealership; and 
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- Current challenges facing dealerships. 
 
During the time in the dealership, the graduate trainees are rotated through the 
various functional areas within the dealership, from Sales to Service, thereby 
gaining a thorough understanding of area responsibilities. 
 
Competencies developed at this stage are communication, interpersonal skills, 
self-motivation, self-confidence, and work standards. 
 
Service Technical Exposure 
 
During this phase of training, the graduate trainees are given in-depth knowledge 
of the following functions of the division by means of presentations: 
 
- An overview of the Service Division; 
- Service Operations; 
- Customer Call Centre; 
- Service Training and Development; 
- Warranty issues and warranty claims; and 
- The functioning of the Service Garage. 
 
The aim of the Service Technical Exposure is to provide the graduate trainees 
with the opportunity to gain a thorough understanding of the service side of the 
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plant.  Competencies focused on in terms of development at this point are: 
Communication, self-motivation, interpersonal skills, judgement, self-esteem and 
work standards. 
 
Workshops 
 
The graduate trainees participate in a vast number of workshops, ranging from 
teambuilding and personal development, to leadership development. 
 
In this way the graduate trainees are provided with the opportunity, on a number 
of occasions and in a number of different environments, to practice and develop 
all the competencies identified by the organisation as being essential for effective 
performance, as mentioned in section 3.2 of this chapter.  
 
The following workshops are attended: 
 
- Team building:  
to enhance their effectiveness as team players.  This workshop 
takes place at the beginning of the training period.  It serves to 
break the ice between the trainees so that they can begin 
functioning as effective teams as soon as possible.  It is 
characterized by a day off plant, and involves a variety of team 
activities from building and racing go-carts, a stilts-walking 
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competition, a potjie making competition, to more serious activities 
and discussions around communication and behaviours that make 
an effective team.    
  
- Powerful Presentations:   
to develop their presentation skills.  Within VWSA, employees are 
required to give presentations in one form or another on virtually a 
daily basis.  At times these presentations are one-on-one, and at 
other times could be presentations to a group of managers.  For the 
most part, the presentations made are feedback presentations 
around a specific work project that has been assigned to the 
graduate trainee.  Many of the new graduate trainees have not had 
much exposure to making formal presentations, and therefore lack 
the personal tools necessary to make an effective presentation.  
During this workshop the graduate trainees are provided with the 
strategies necessary to ensure that the message they are trying to 
convey is received.  They make a presentation which is video 
taped.  This presentation is then played back and critically analyzed 
in terms of speech, visual aids and message content, so that 
improvements can be made.  The aim is that once the graduate 
trainees move to their divisions they are able to immediately make 
a good impression in terms of ensuring that presentations they 
make are both professional and informative.   
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- Assertiveness and Group Facilitation:   
to understand the difference between being assertive and being 
aggressive, and how to develop and use assertive behaviour within 
both a group and organisational context.  Many graduate trainees, 
in their attempts to be assertive, come across as being aggressive.  
This workshop aims at showing them the difference between the 
two.  Often new employees are intimidated by more senior 
employees, thereby not asserting their right to have their ideas 
heard and considered, and allowing themselves to be ‘walked on’ 
by others.  Within a large manufacturing concern such as VW, 
where the focus is on high performance and meeting of targets, it is 
essential that the graduate trainees learn to stand up for 
themselves early on in their careers, and to insist that their ideas 
and opinions are also heard and considered.  As the intended 
future leaders within the organisation, assertiveness skills are 
imperative. 
    
- Group Forming:   
to give the graduate trainees an understanding of the various 
stages that groups go through when working towards group 
cohesion and performance.  Generally students come together for 
the purpose of completing a group assignment.  Any problems 
within these groups can be ignored, and friction need not be dealt 
- 62 - 
with, as once the assignment is complete the group can dissolve.  
Within a work environment, this is obviously not the case.  
Problems within the group can result in demotivation and 
frustration.  It is, therefore, imperative that the graduate trainees 
understand that conflict within a group is normal, and they identify 
ways and develop skills to overcome problems, thereby leading to 
group effectiveness and efficiency, ultimately resulting in the high 
performance required of them. 
 
- Action Learning:   
to show the graduate trainees the difference between active and 
passive learning, and how important it is in the business world to 
take responsibility for their own learning.  The principles of adult 
versus child learning are discussed, with the aim that the graduate 
trainees will realize that they can no longer depend on a teacher or 
lecturer to motivate them to learn and supply them with learning 
opportunities.  As adults they need to be self-motivated and to seek 
opportunities to learn and to develop, as if they do not do this for 
themselves then it will not happen.  It is now their responsibility to 
ensure that personal growth takes place. 
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- Report Writing and Business Communications:   
to learn the correct ways to write reports and communicate as per 
divisional requirements.  Whilst studying, students are taught how 
to write a report.  Within the business world, this is not necessarily 
the preferred style, and even between divisions of the same 
organisation, requirements may differ.  During the course of this 
workshop, the graduate trainees are shown the format in which 
their particular division prefers reports to be presented.  As the 
performance expectations placed on the graduate trainees are so 
high, it is imperative that they perform effectively from day one.  
One way to assist them with this is to show them the correct way to 
present reports in the correct manner to ensure that their message 
is correctly and professionally conveyed.  Within VWSA the 
generation of reports, and the subsequent presentation thereof, is 
an almost daily occurance. 
 
- Time Management:   
to give the graduate trainees techniques to manage their time when 
faced with a multitude of projects and deadlines.  Very often new 
employees become overwhelmed when faced with a variety of 
tasks and projects to complete, each within their own time frame.  It 
is easy to miss deadlines if one does not plan properly, thereby 
creating a very negative impression.  The aim of this workshop is, 
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therefore, to help the graduate trainees plan properly by prioritizing 
their tasks, scheduling these tasks, and then sticking to these 
schedules.  A component of this workshop is Stress Management, 
as the two concepts are interrelated.  During this module, the 
graduate trainees are provided with techniques to minimize stress 
caused by poor time management, as well as techniques to 
overcome this.              
 
- Diversity Training:   
to develop an understanding and tolerance of differences, such as 
cultural and gender differences.  VWSA is a multi-cultural 
organisation.  There is a mix of not only the vast cultural differences 
which exist among South African employees, but also the cultural 
differences of people from other parts of the world.  There is a large 
German component (being 100% owned by VWAG in Germany), as 
well as employees on contract from various other Volkswagen 
plants (Mexico, China, Brazil, etc).  Gender differences are 
heightened now that women are empowered to occupy positions 
traditionally reserved for men (e.g. there are now women working in 
the Body Shop, a traditionally all-male area).  Students can choose 
the people that they wish to interact with.  Within the corporate 
environment, employees have no choice but to interact with the 
members of their team, as well as anyone else that they need for 
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the successful completion of their jobs.  Differences can create 
misunderstandings which can lead to conflict, frustration and 
ultimately poor or non-performance.  In a high-performance culture 
as exists within VWSA, this can be very counter-productive.  The 
aim of this workshop therefore, is to teach the graduate trainees to 
appreciate and value differences, and techniques to effectively deal 
with misunderstandings as they arise, be it cultural, language, 
gender, etc.      
 
- Business Sense:   
this is a simulated business game whereby the graduate trainees 
get to run their own company.  They need to make decisions which 
impact on profit / loss.  The aim of the game is to give the graduate 
trainees a holistic view of what is required to run a company.  Very 
often workers perform their functions with tunnel vision.  They do 
not see the big picture of the running of an organisation, and how 
all the elements (quality, efficiency, profit, etc) are inter-linked.  
During the course of this workshop, the graduate trainees are 
exposed to and have to consider how all the elements tie together 
for ultimate success of the organisation. 
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- Striving for Excellence:   
this personal development workshop aims at encouraging the 
graduate trainees to question their current standards of 
performance.  They are motivated, by means of success stories 
and tips, to strive towards personal excellence in all that they do.  
Various personal ethics, values and mindsets are analyzed, and 
methods of enhancing personal performance by means of a 
mindset change and paradigm shift are considered.  The aim is that 
the graduate trainees will analyze their ‘personal best’, and identify 
ways to be motivated to improve on this in all spheres of their lives. 
   
- Leadership Skills:   
to give them an understanding of the skills needed to be a leader, 
and to assess their current leadership styles.  Many of the graduate 
trainees have performed in informal leadership positions (prefect, 
team captain, etc), but do not know the characteristics required for 
effective leadership, especially within a corporate environment.  
During the course of this workshop managing versus leading is 
discussed, effective leadership behaviours are analyzed, and 
techniques to enhance their personal leadership, amongst other 
things, are identified. 
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- Office Management:   
this workshop aims at assisting the graduate trainees to effectively 
manage their jobs with tasks such as filing, prioritizing, planning, 
and using their diaries.  Poor self-management often results in poor 
performance.  This workshop aims at enhancing performance by 
means of effective and efficient management of ones’ office, desk 
and day. 
  
Projects 
 
During their training period, the graduate trainees are required to complete a 
number of written assignments / projects which have to be handed to the co-
ordinator, mentor and coach.  These are discussed below. 
 
- Line Project: 
As previously discussed, the graduate trainees are required to 
complete a written project relating to their time spent on the 
production line.  This takes the form of a written report and deals 
with aspects such as their initial expectations prior to embarking on 
the line work, their actual experiences once there, as well as any 
recommendations that they can make for improving processes.  
There is also a list of questions that the graduate trainees are 
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required to answer relating to terminology used during production 
and the group work processes and procedures. 
 
- Divisional Project: 
The mentors and coaches for each graduate trainee are required to 
compile a project specific to their division.  This can take the form of 
a research assignment, an actual working task involving the 
analysis of departmental information and the making of 
recommendations, or the research, analysis and compilation of a 
theoretical-based topic to give graduate trainees insight into the 
functioning of their divisions.  The graduate trainees have to 
complete these projects individually and within specific time frames 
according to criteria as laid down by the mentor / coach.  The aim is 
to give the graduate trainees a broad understanding of the division 
prior to actually starting to work there. 
 
- Corporate Project: 
This is a tie-up of all the corporate information and knowledge that 
the graduate trainees have acquired over the first three months of 
their training.  It is expected that they bind these projects as formal 
research, and use them to refer back to in the future where 
relevant.  The corporate project involves an analysis of each 
division within VWSA, the role and functions of each division, the  
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challenges facing each division, and how the various divisions are 
inter-related and inter-dependent.  They analyse and assess VWSA 
from the receiving of parts, through the production process, 
marketing strategies employed for the various vehicles and the 
reasons thereof, and after-sales service.  The comprehensive 
project, which is based on the assumption that if the graduate 
trainees have a thorough grasp on all these aspects, they will be in 
a position to make sound decisions and judgement calls in the 
future.  As they will have a thorough understanding of the business 
they will, therefore, be able to make decisions with an 
understanding of both the positive and negative implications of 
these decisions.  A thorough understanding of the business will also 
result in a more effective employee.   
 
3.3.2 Divisional Training 
 
In this phase of training, the graduate trainees move into the functional areas for 
which they were hired.  The training now becomes individual, dependent upon 
departmental requirements and the particular position that the manager has in 
mind for the grad to fulfill in the future.  During this phase of training the grad 
spends time in the area and becomes familiar with the position and its 
requirements, so that once they are placed onto the departmental headcount at 
the expiration of their contract, they are immediately productive. 
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Allied Areas Training 
 
These are the areas that work as either a customer or a supplier of the area 
within which the graduate trainee is working.  Therefore, decisions taken within 
the area will impact on the allied area.  The graduate trainees are required to 
spend four to six weeks rotating and working within these allied areas so that 
they develop an understanding of what the area is responsible for, as well as the 
inter-relationship between that area and their own area.  It is important that this 
part of the training is tightly managed to ensure that the graduate trainees do not 
waste this time and are kept meaningfully occupied.  For this reason, projects 
and outcomes for each allied area need to be defined in advance. 
 
Own Areas Training 
 
This occurs once the graduate trainees have completed the corporate stage of 
their training and have moved over to their assigned areas to begin work.  They 
are trained on the detailed functioning of their division and department, and on 
the ways in which the various departments within the division fit together and are 
inter-related.  Various job tasks are analyzed and assessed, following which, the 
graduate trainees begin training in a specific job function so that, should they be 
offered placement on the completion of their training contract, they will be 
immediately productive.   
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German Language Training 
 
As previously stated, VWSA is wholly owned by VWAG (the mother plant based 
in Wolfsburg, Germany).  Many of the directors and senior managers are German 
speaking. Many of the instructions on the machinery and many of the instruction 
manuals are written in German.  Whilst there is a English conversion programme 
on the computer, it would obviously be extremely time-consuming to have to refer 
to the computer each time translation is required.  The technical graduate 
trainees, as well as the graduate trainees in Information Services and 
Purchasing, may also be required to interact directly with their German 
counterparts.  For this reason a basic knowledge of the German language is 
essential. 
 
There are two German language training instructors who visit the plant regularly.  
The graduate trainees therefore attend German language training twice a week 
for two hours a time.  Basic German language training is for a period of 6 months.  
Thereafter an exam is written.  Should the learners pass the exam, they are 
eligible to progress to intermediate German language training for a further six 
months, then spend a further six months on conversational German (advanced 
German).  As per the Graduate Training Programme, the graduate trainees are 
only required to complete the basic German language training.  Attendance of 
more advanced courses is at the discretion of the departmental manager. 
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Computer Training 
 
 VWSA supports the ICDL certification (International Computer Driving License).  
This is a portable computer qualification currently recognized in 17 different 
countries. This means that should an individual in possession of the ICDL 
relocate to for e.g. Australia, they have a recognized computer qualification.   
 
The ICDL comprises the following modules: 
 
• Basic PC Concepts; 
• Windows; 
• MS Word; 
• MS Excel; 
• MS Powerpoint; 
• Access; and 
• Outlook / Internet. 
 
Completion of the ICDL is voluntary. 
 
Mentors and Coaches 
 
Each Graduate Trainee has both a mentor and a coach.  As per Board of Director 
directive, the mentor is the Division Head, and the coach is the line manager or 
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supervisor from the department in which the grad will be working.  The role of the 
mentor is to guide the grad in terms of the “big picture” of work, including 
leadership strategies.  The role of the coach is to supply the grad with the day-to-
day technical knowledge required by the grad to complete his/her tasks.  The 
relationship between the grad and his mentor and coach is extremely important, 
as they are the catalysts to the grad’s successful performance and therefore 
ultimate placement into the organisation of the graduate trainee.   
 
Performance Feedback 
 
In terms of legislation, competency is measured by means of assessment of 
knowledge, skills and attitudes.  Knowledge is the mental knowledge that the 
employee needs to acquire by the completion on the training period, skills are the 
physical skills required to complete the task / job, and attitudes are the manner in 
which the employees perform their duties.  Mentors / coaches decide on the 
knowledge and skills that their graduate trainee needs to acquire during the 
course of the year.  The grad is then measured against these criteria on a 
monthly basis.  Where necessary, action plans are identified and discussed.  The 
attitude dimensions are generic for all the graduate trainees, irrespective of 
division, and are taken from the standard VWSA performance appraisal 
document.  The trainee is then rated on a 5 point scales, with ‘1’ representing 
“Exceeds Requirements By Far”; ‘2’ representing “Exceeds Requirements”; ‘3’ 
representing “Substantially Meets Requirements”; ‘4’ representing “Partially 
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Meets Requirements (Requires Further Development); and ‘5’ representing “ 
Does Not Meet Requirements”.   
 
Performance of each graduate trainee is measured on a monthly basis by the 
coach.  This is then discussed in a joint meeting involving the graduate trainees, 
their coaches and their mentors.  The evaluation is signed by all parties, and 
each party is afforded the opportunity to make written comments.  These 
performance documents are then forwarded to the co-ordinator of the graduate 
training programme for further assessment.  Corrective action is taken where 
necessary.      
 
 
3.4 CONCLUSION 
 
From the discussion in this chapter, it can be seen that graduate trainees are 
exposed to intensive training programmes.  Performance expectations placed on 
the graduate trainees are high, and as the graduate training programme is the 
highest profile training programme within the organisation, all levels of 
management are involved with the graduate trainees to one degree or another.   
 
The training undertaken is structured in the sense that competencies required for 
future successful performance are first analyzed, and the training interventions 
are directed towards the development and attainment of these competencies.  
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Training, which is both formal and informal, ranges from presentations from 
directors, division heads and line managers, as well as exposure to working on 
the production line, technical and dealership exposure, which develops the 
required skills through first hand experience.  The projects / assignments that the 
graduate trainees are required to complete ensures that they have the 
opportunity to process the various areas that they have been exposed to, and are 
able to use them as a point of referral in the future.  The mentors and coaches 
guide the employees on a daily basis in terms of performance and leadership. 
Monthly performance reviews highlight any potential problems early on and 
action plans are discussed so that the graduate trainees can make every effort to 
improve their performance.   
 
Whilst performance expectations placed on the graduate trainees are extremely 
high, the organisation provides the graduate trainees with the opportunity to gain 
and develop all these skills by means of a variety of learning methodologies, from 
guest speakers to facilitators to physical tasks, thereby ensuring that, should they 
take full advantage off all the interventions they are exposed to, they will be in a 
position to meet and in many cases exceed the expectations placed upon them. 
 
In the next chapter the key competencies and related training interventions as 
identified by the literature studies will be discussed. 
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CHAPTER 4 
 
THE IDENTIFICATION OF LEADERSHIP COMPETENCIES AND 
STRATEGIES TO EFFECTIVELY TRAIN NEW RECRUITS 
 
4.1 INTRODUCTION 
 
As stated by Gerber, Nel and van Dyk (1999, p. 478), factors such as global 
competition and the socioeconomic challenges to enterprises have brought a 
new dimension to workplace training and development.  They believe that for 
enterprises to survive in a highly competitive marketplace, the decision to invest 
in the development of their human resources must be a business decision.  A 
strategic approach needs to be adopted, and in doing so it is necessary to move 
away from the idea that training is an activity run by trainers in a lecture room.  
Contextual issues such as competency-based training, recognition of prior 
learning, adult learning, etc. must be considered, and notice must be taken of the 
fact that the role of the supervisor is becoming more and more vital in assisting 
management in achieving organisational objectives.   
 
Swanepoel, Erasmus, van Wyk and Schenk (1998, p. 394) argue that the 
increased multinationalism and multiculturalism of workforces pose significant 
challenges for leaders in South African organisations.  South Africa is 
experiencing not only the challenges of globalization and internationalization, but 
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also the challenges relating to cultural diversity.  The implementation of 
affirmative action and equal opportunity programmes, and changes in both 
workplace and peoples’ values and norms impacts on management and 
leadership styles. 
 
Human (1991, p. 129) is of the opinion that in South Africa a great deal of “lip-
service” is paid to the skills shortages at technical, professional and managerial 
levels.  She states that whilst there is a growing pool from which to select and 
train people in these skills, business organisations continue to stress that they 
battle to find people with the potential to develop in these areas.  Gerber et al. 
(1999, p. 432) support this by stating that in South Africa there exists a unique 
employment situation which presents great challenges, one of them being the 
serious shortage of skilled employees, including managers.  Another is the 
challenge of preparing the workforce for the requirements of the global working 
economy.  For this reason, all training and development possibilities need to be 
exploited.    
 
Human (1991, p. 171) continues that many South African organisations invest a 
great deal of effort, time and money into recruiting, assessing, selecting and 
developing managers.   
 
Human (1991, p. 131) argues that although much time has elapsed since the 
removal of exclusionary racial criteria for skilled and managerial positions, there 
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has been a slow influx of Blacks into managerial positions.  This can be attributed 
in part to an inferior educational system which impeded the development of 
Blacks. 
 
Grobler, Warnich, Carrell, Elbert and Hatfield (2002, p. 42) state that to meet the 
challenge of the 21st century, South African businesses must have access to the 
best and brightest employees.  The workforce must be willing and able to provide 
skills and commitment necessary to compete in the world economy.  They must 
be trained in new technologies, and leaders must emerge from the workforce to 
motivate and direct the workforce.  They continue that if South African business 
is to succeed, it must recognize the emergence of the diversified workforce and 
find the means to harness its energies, talents and differences for tomorrow’s 
challenges.  Barnes (1996, p. 3) states that employees are once again being 
acknowledged as the most powerful determinator of corporate success. 
 
Companies do however, need to change to keep abreast with changing world 
markets and to meet the standards of world class manufacturing.  Organisations 
therefore, require leaders with a vision of the future who are capable of making 
the necessary strategic adjustments and amendments so as to compete in a 
global market. 
 
From the discussions in chapters two and three, it is clear that Volkswagen of 
South Africa runs a comprehensive training programme for their Graduate 
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Trainees.  The question now remains; do the interventions currently used 
contribute to the attainment of programme objectives, i.e. the development of 
high potential previously disadvantaged candidates capable of occupying 
leadership roles in the future? 
 
It does not matter how comprehensive a training programme is, if it is not 
designed to meet programme objectives then it is in a sense a waste of both time 
and money.  Whilst any training undertaken will have some benefit, the success 
of the training is eroded if outcomes are not the main focus in the design of the 
specific interventions.  Likewise, if the job is not correctly analyzed, needs are not 
correctly assessed, and the right people are not recruited, selected and placed 
into the right positions, then the benefits of any training undertaken will be 
undermined.  
 
In this chapter, the role of education in the provision of graduates will be 
considered, followed by a discussion on the actual job and its corresponding 
needs requirements.  The competencies required to effectively perform a 
leadership role will be analyzed, and the various methods of recruitment and 
selection of graduate trainees will be highlighted.  The specific strategies needed 
to equip young people for future leadership positions will then be assessed.  
Finally, a model of the optimum procedure will be proposed. 
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4.2 THE ROLE OF EDUCATION 
 
“The world of work has changed.  Work is changing.  But despite their best 
efforts, most schools have not changed fast enough or moved far enough” (US 
Department of Labour, 1991, www.online). 
 
Wiggill (1991, p. 89) argues that deficiencies are evident amongst graduates 
entering the South African workforce.  Bradshaw (1989, p. 20) concurs with this 
by stating that there is a mismatch between employer needs and educational 
responses.  He adds that employers require workers with positive personal 
qualities and work attitudes in addition to academic qualifications. 
 
Cotton (1995, p. 6) states that American, South African, British and Australian 
studies reveal that employers believe that entry-level employees are deficient in 
the new skills required, and therefore, educational institutions need to place 
greater emphasis on the importance of non-technical skills. 
 
Busse (1992, p. 3) points out that as technology has become more 
instantaneously available, the skills of the employee have become the 
organisation’s competitive edge.  The workplace therefore, demands a broad set 
of non-technical skills, including problem-solving, listening, negotiation and 
communication skills, to complement job specific skills. 
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Statsz, Ramsay, Eden, Melamid and Kaganoff (1996, p. 2) are of the opinion that 
the skills gap that has been identified by employers is more about work 
dispositions and attitudes as opposed to academic or technical skills.  Guirdham 
(1990, p. 3) concurs and adds that “whatever else we need in the way of 
systems, procedures and mechanisms, the process of social interaction, work 
attitudes and behaviours is the glue that holds organisations together.”  
 
The Secretary’s Commission on Achieving Necessary Skills (SCANS) completed 
an examination of changes in the world of work and the implications of those 
changes for learning (US Department of Labour, 1991, www.online, accessed 
13/12/04).  They were tasked with examining the demands of the workplace and 
whether or not young people were capable of meeting those demands.  They are 
of the opinion that firms must meet world class standards and so must workers.    
 
The SCANS report drew the following conclusions: 
 
All American high school students must develop a new set of competencies and 
foundation skills; 
 
The qualities if high performance must become the standard for the majority of 
companies.  This will draw upon the abilities of workers to think creatively and 
solve problems; and 
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Schools must be transformed into high-performance organisations, as they are 
currently failing to develop the full academic abilities of most students. 
 
This report (1991) argues that employers are looking for adaptability, and the 
ability to learn and work in teams.  Workers must be creative, problem solvers, 
and have the skills and attitudes on which employers can build.  Employers must 
orientate their business practice to hiring and developing workplace know-how in 
employees.  If they do not develop a world class workforce their business will be 
at risk.  It continues that whilst many students work very hard, many do not.  The 
reason for this is that they do not believe that the lessons they are learning are 
connected to the real world, and they do not believe that their diplomas will 
ensure a brighter future.   
 
The SCANS report (1991) states that there appears to be miscommunication 
between the educational institutions and businesses.  When asked what 
businesses want of their graduates, the responses are frequently not well-
defined, and expectations are often unrealistic.  Further to this, students tend to 
believe that they will just “pick up” the necessary job skills through hands-on 
experience.  This however is seldom the case.  An additional difficulty is the fact 
that different employers have different needs regarding their graduates and what 
they are expected to do when entering high-performance work environments. 
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Candy and Crebert (1991, p. 571) write that not all tertiary educational institutions 
are alike, and whilst some go to great lengths to interweave their courses with 
“real-life” work experiences, others are either unwilling or unable to tailor their 
courses to the specific demands of the workplace. 
 
Smith (1989, p. 15) is of the opinion that one of the main problems employees 
encounter in their new working environment is that they have had little practice in 
dealing with problem-solving, decision-making and interpersonal relationships, 
and they therefore, have to adapt their learning strategies to meet unpredictable 
demands. 
 
Candy et al. (1991, p. 572) add that the differences in the way entry-level 
employees behave and learn at academic institutions as opposed to the 
workplace, results in a significant gap of skills.  Table 4.1 represents the skills 
gap as perceived by employers.  It should however, be noted that the 
characteristics listed represent extremes that are rarely encountered in reality: 
 
Table 4.1 
Workplace Skills Requirements / Skills Acquired at Academic Institutions 
The workplace requires entry-level employees 
to be: 
 
Competent in problem-based learning; 
 
Academic institutions typically produce a 
student who is: 
 
Curriculum driven; 
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Literate across a broad range of disciplines, but 
with appropriate specialized knowledge/skills; 
 
Used to solving problems in a practical, cost 
and time efficient way; 
 
Used to an office or field setting in which there 
is no clear demarcation between 
instructor/trainer and learner; 
 
Able to function with no pre-set educational 
objectives; 
 
Used to applying self-critical and self-
evaluative processes as well as receiving 
external approval or disapproval; 
 
Able to apply lateral or critical thinking 
processes to problem-solving; 
 
Able to use tools available in the industry; 
 
Used to expressing thoughts, ideas and 
opinions orally; 
 
Used to being assessed on oral effectiveness 
and persuasiveness; 
 
Literate in a particular study discipline, but with 
a broad understanding of a wide research area; 
 
Used to solving problems in a theoretically 
coherent framework; 
 
Used to a classroom setting in which 
instructors instruct and learners learn; 
 
 
Used to working towards pre-set educational 
objectives; 
 
Used to being assessed, rewarded, or 
penalized by external evaluation; 
 
 
 
Used to applying abstract intellectual 
processes to problem-solving; 
 
Used to manipulating symbols; 
 
 
Used to expressing thoughts, ideas, opinions 
and solutions in written form; 
 
Used to being assessed on written 
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Used to making oral submissions and written 
reports at short notice; 
 
 
Pursuing short-term profit-orientated goals; 
 
Not conscious of self as a learner within the 
organisation, but learning informally; 
 
Competitive on behalf of the team or 
organisation, pursuing company/group goals; 
 
Extroverted/gregarious/self-confident; 
 
Able to share results of research with team 
members; 
 
Possessing highly-developed interpersonal 
skills. 
assignments, often over a relatively long period 
of time; 
 
Used to writing essays, reports and 
assignments, often over a long period of time; 
 
Engaged in long-term research/study projects; 
 
Conscious of self as a learner within a learning 
environment; 
 
 
Competitive on their own behalf, pursuing 
personal goals such as awards, accreditation 
and prizes; 
 
Introverted and isolated in study habits; 
 
Jealous of personal research; 
 
 
Lacking in well-developed personal skills. 
 
Source: Adapted from Candy and Crebert, 1991, pp. 577-578 (as quoted by de 
Lange, 1998, p. 20) 
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As discussed by de Lange (1998, p. 22), the comparison of workplace skills 
requirements and the skills acquired by students at tertiary institutions, a skills 
gap exists in terms of the following non-technical skills:  time management, 
setting own objectives, self-evaluation, critical thinking, expression of thoughts 
and opinions, self-confidence, interpersonal skills, work attitudes, positive 
personal qualities, prioritizing, meeting procedure skills, co-operation, handling 
conflict, understanding cultural diversity and being sensitive to the needs of other 
workers. 
 
Purcell, Morley and Rowley (2002, www.online), in their article entitled Employers 
in the New Graduate Labour Market:recruiting from a wider spectrum of 
graduates, argue that the graduate labour supply has become more diverse in 
recent years as a result of progressive government and higher education 
initiatives to encourage wider participation in tertiary education.  This project was 
designed to identify leading practice in graduate recruitment, where employers 
have consciously developed strategies to recruit effectively and in a non-
discriminatory way.  The aim was to develop and promote better synergy 
between graduate supply and employer demand.  A wide-ranging investigation 
was undertaken to identify organisations which demonstrated good practice in 
recruiting graduates.  They argue that the graduate labour market has changed 
dramatically.  The move from an elite to a mass system (resulting from wider 
access to higher education) has impacted the labour supply and has challenged 
employers’ and graduates’ perceptions of the relationship between higher 
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education and employment.  They continue that there is clear evidence that a 
significant portion of graduates experience difficulty in gaining employment that 
makes full use of their potential, while some employers complain that they are 
unable to fill their target graduate vacancies with candidates of the appropriate 
caliber. 
 
In terms of their findings, employers were questioning whether the possession of 
a degree was a necessary pre-requisite for the jobs they wanted to fill.  Many 
were moving away from qualification requirements and towards evidence of 
competencies.  Relevant experience was also highly valued.  Evidence was 
increasingly being gathered through competency-based application forms and 
the use of assessment centres.  The competencies most sought by employers 
included interpersonal skills, communication skills, team-working, self-motivation, 
time-management, problem-solving, drive, resilience and commitment.    
 
Based on this investigation, the following characteristics of leading practice 
organisations were identified: 
 
• They understand that recruitment is intimately related to marketing, and in order 
to attract the best graduates they need to sell their organisations as good equal 
opportunity employers; 
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• They are very clear about the skills and competencies they require and do not 
confuse these with related attributes.  They set target sources and tailor their 
selection procedures to enable them to recruit candidates who will deliver 
these; 
 
• Where they have experienced skills shortages, they work with the professional 
specialist organisations to draw attention to vacancies and opportunities; 
 
• They manage the expectations of candidates and recruits, external and internal, 
so that there is a very clear understanding of the nature of the work, the culture 
of the organisation and the career development opportunities available; 
 
• They work with higher education institutions, providing work experience for 
undergraduates, thus enabling students to develop and demonstrate 
employability skills and to gain experience that will help them make informed 
career decisions when they graduate.  Some employers work with academic 
departments to ensure that course content is aligned with the needs of the 
industry; 
 
• They are good employers who provide development and training opportunities 
and reviews for all staff and where possible provide internal labour market 
opportunities that enable staff to reach their potential; and 
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• They recognize the need for a work/life balance and have people-friendly 
policies and opportunities for work flexibility that recognizes the diversity and 
changing needs of their staff, including their graduate recruits. 
 
According to the Council for Industry and Higher Education in the United 
Kingdom (2004, www.online), individuals will increasingly need to know the skills 
and attributes which courses aim to develop.  As a result, universities and 
colleges will need to be more explicit about their learning objectives. 
 
Graduate recruitment is expensive and time-consuming.  There is also an onus 
on graduates themselves to identify opportunities, assess their strengths and 
weaknesses, and market themselves to appropriate employers accordingly. 
 
 
4.3 JOB ANALYSIS 
 
According to Grobler et al. (2002, p. 98), job analysis is the foundation for a 
number of important activities, of which recruiting is one of the most important.  
When designed with recruitment in mind, job descriptions can act as a map 
indicating who the candidate is and where the employer can look for the best 
people. 
 
- 90 - 
Before considering the training that is required for an incumbent to be successful 
in a position, the actual job itself first needs to be analyzed.  “The process of 
needs assessment starts with identifying the learning needs generated by 
people’s jobs…The process further includes attention to promotions and career 
goals that build upon a current job.” (O’Connor, Bronner and Delaney, 1996, p.  
37).  Van Dyk, Nel, Leodolff and Haasbroek (2001, p. 191) support this viewpoint 
by stating that for training programmes to provide a worthwhile return on 
investment, they must be relevant to the job.  This means that all training 
received must be directly related to the duties and tasks trainees will have to 
perform in the job situation.  Robbins and Mukerji (1990, p. 405) expand on this 
by stating that job analysis can be broadly defined as “an assessment that 
defines jobs and the behaviour necessary to perform them”.  Bramley (1991, p. 
11), as quoted by Van Dyk et al. (2001, p. 191), supports this by stating that job 
analysis “…enables one to discover what tasks need to be performed in order to 
do the job, how well they should be performed, and thus what needs to be 
learned in order to perform well”. 
 
According to Dorio (1994, p. 3), the information gathered during the job analysis 
is used to develop a job description, job specification and job standards.  This 
information is vital to ensure the correct placement of people into the correct jobs.  
This is supported by Cronje, Hugo, Neuland and van Reenen (1994, p. 360) who 
state that job analysis has two components: the job description (referring to the 
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content of the job itself) and the job specification (what the incumbent needs in 
order to perform the job – training, skills, personality traits, etc). 
  
Gerber et al. (1999, p. 65) argue that any job involves the following: 
• The content, consisting of tasks, functions, responsibilities, behaviour and 
obligations; 
• Qualifications necessary for the job, which include skills, abilities and 
experience; and 
• Output and compensation, i.e. salaries, promotion and intrinsic job satisfaction. 
 
O’Connor, Bronner and Delaney (1996, p. 40) state that task analysis is the 
dissection of a task into the knowledge, skills and attitudes needed to accomplish 
it, together with a description of these components in behavioural terms.  This will 
provide the means to identify and measure the competencies needed to carry out 
a task, and can be referred to as a job description.  
 
Swanepoel et al. (1998, p. 267) list the following information that should be 
obtained through a job analysis: 
• The job title, the department, and the number of people doing the job; 
• The reporting relationships; 
• The job content (purpose, boundaries, responsibilities, accountabilities, tasks 
and activities); 
• The required performance standards and how these are to be measured; 
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• Any constraints (limits of authority and decision making); 
• Responsibilities (e.g. budget, equipment, material); 
• The working conditions; 
• The necessary personal characteristics (knowledge, skills and experience 
required); and 
• Any other relevant information (e.g. training requirements). 
 
For the purpose of a Graduate Training programme and with the above 
suggestions in mind, the organisation firstly needs to assess the positions that 
they would like their Graduate Trainees to eventually fill on completion of the 
Graduate Training Programme i.e. what positions they would like to groom the 
successful candidates for.  It is therefore, important that Graduate Training 
Programmes are both strategic, linking them to overall organisational objectives, 
as well as structured.  It is of no benefit to haphazardly recruit trainees with no 
clear purpose of the role that these trainees are to play in the organisation. 
 
Once the various positions have been analyzed and job descriptions, job 
specifications and job standards have been identified and documented, actual 
training needs to meet these documents can be assessed. 
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4.4 NEEDS ANALYSIS 
 
As quoted by Abella (1986, p.  3), needs analysis can be defined as “…the first 
step in the design and development of a successful programme…”.  She 
continues that it is the process of “…finding out about the people to be trained 
and the type of training needed…” and “…the gathering of information…”.  This 
then provides the information needed in order to decide on the objectives, 
content, and format of the programme.  This can also then be used to measure 
programme effectiveness. 
 
Luthans (1989, p. 231) states that a need can be defined as a deficiency, and 
that needs are created whenever there is a physiological or psychological 
imbalance.  Dick and Carey (1996, p. 18), as quoted by van Dyk et al. (2001, p. 
179) support this by stating that a need is a “…discrepancy or gap between the 
way things are and the way things aught to be”.  They differentiate between 
needs assessment and needs analysis by defining a needs assessment as “… a 
broad systematic examination of conditions conducted for the purpose of 
identifying general differences between what people should know or do and what 
they actually know or do …It is the process of determining what ought to be 
(goals) and measuring the amount of discrepancy between what ought to be and 
what actually is (needs)…”.  They define needs analysis as “… the detailed 
investigation of an apparent performance problem in order to establish real 
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causes or needs of the situation and to establish which of these may be 
addressed by training”.    
 
Gerber et al. (1987, p. 489) are of the opinion that a need can only be identified if 
there is agreement on what a job consists of and how it is to be performed. 
 
According to O’Connor et al. (1996, p. 34), training needs assessment focuses 
on the knowledge, skills and attitudes employees are required to learn for the 
sake of effective performance, and answers questions such as who needs to 
learn what, why they need to learn it and at what depth, the priority of the 
learning in question, the priorities in terms of the learners, the priorities in terms 
of the topics, and the deadlines by when the learning must be accomplished by 
each group of learners. 
 
According to Abella (1986, p. 4), the first step in conducting a Needs Analysis is 
to design a Needs Analysis Plan.  This plan should outline the information that 
will be gathered, who/where one will get the information from, the methods one 
will use to get the information, and what the final summary will look like. 
 
Once the information has been gathered, it needs to be documented.  This 
document is then used as the driving force of the design process (Abella, 1986, 
p. 17).   
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Abella (1987, pp. 17-20) refers to this document as the Programme 
Specifications Document, and states that it typically has 4 parts: 
 
• Programme background – why the programme is needed, who is sponsoring 
its development, and how it fits in with the businesses’ overall business 
strategy; 
 
• Description of the people to be trained – this is the target population.  Also 
included is the difference between the target population’s skills and 
knowledge and the skills and knowledge required by the job; 
 
• Programme objectives – this describes what the programme should 
accomplish.  The broad intent of the programme is described, as well as the 
specific skills and knowledge the participants will have after the programme 
that they did not have before; and 
 
• Programme requirements and constraints – the requirements and restrictions 
that will affect the nature of the programme design are described, e.g. budget, 
programme length, number of participants, locations for delivery, deadlines 
for development, instructor qualifications/limitations, learning methodologies, 
prework, evaluation, follow-up, guest presentations, etc. 
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This is supported in part by Gerber et al. (1999, p. 458) who state that the 
starting point of training needs assessment is to devise a performance model for 
employees based on future behaviours, which is consistent with strategic 
business plans.  This will “…facilitate the preparation of strategic-orientated job 
descriptions, job specifications and person descriptions that serve as the basis to 
narrow the gap between present conditions and future opportunities through a 
process of structured but flexible training.” 
 
Wilson (1995, p. 7) expands on this by highlighting the following steps in 
conducting a needs analysis: 
• Assess your current situation (where are you now?); 
• Envision the future (where do you want to be?); 
• Gather information (needs and requirements); 
• Sort your information (sort into categories to look at issues and priorities); 
• Share the results (in such a way that one can move forward in order to find 
solutions to problems); and 
• Decide your next step (determine actions required, allocate responsibilities, 
determine time scale). 
 
A thorough and detailed needs analysis can only be completed once the 
candidates have been selected and placed in the various positions, so that their 
current levels of competence can be assessed against the requirements of the 
position.  It is however, important to complete a needs analysis beforehand as 
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well, as the outcomes of this analysis will help give an indication of competencies 
(knowledge, skills and attitudes) required to be successful in the position, thus 
giving direction to the recruitment and selection process, as the participants will 
have a clear indication of the types of persons best suited to each position. 
 
 
4.5 KEY COMPETENCIES REQUIRED TO BE AN EFFECTIVE 
LEADER 
 
As the main aim of the Graduate Training Programme is the development of high 
potential candidates for future leadership positions, the focus of this discussion 
will be on the competencies required to be an effective leader.  Only once these 
competencies have been identified will the people responsible for the recruitment 
and selection process know the types of candidates they need to focus their 
efforts on.  Although all of the competencies will not necessarily be observable in 
the candidate at this point, an assessment of the candidate’s potential to develop 
these competencies needs to be made.   
 
It is therefore, of the utmost importance that all knowledge, skills and attitudes 
that the organisation deems important for successful performance in leadership 
roles is documented before the recruitment and selection process begins, as this 
will give direction to all the related activities.   
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According to Swanepoel et al. (1998, p. 60), competence is a combination of 
education (knowledge base), training (skills base), application (experiential base) 
and values (behavioural base). 
  
Nadler (1985, p. 110) is of the opinion that there are three domains of learning, 
namely: 
• Skill   = Psychomotor; 
• Knowledge = Cognitive; and 
• Attitude = Affective. 
 
He continues that learning is the process of acquiring a new skill, knowledge or 
attitude, whilst performance is the utilization of this skill, knowledge or attitude. 
 
According to Thomas International (www.online, accessed 13/12/04), 
competencies are behaviours, motivations, and knowledge related to job success 
and failure.  They are the knowledge, skills and attributes required by staff at 
each level of the organisation to achieve the organisation’s desired performance 
outcomes. 
 
O’Connor et al. (1996, p. 2) state that, as a result of technology, the minimum 
skills once required to adequately survive in the workplace are changing at a 
rapid pace.  This is supported by Ricketts (1997, p. 463) who states that 
technology is changing at a rapid pace, and therefore the skills that employees 
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must have to keep up are also changing.  He is however, of the opinion that the 
only thing that is not changing is the fact that employers are looking for 
employees with leadership, work ethic and human relations skills.  He continues 
that when employers were asked what they looked for in an applicant’s resumé, 
the top answer given was the person’s record of achievement.  The factors that 
influenced the final selection after an interview were as follows:  level of 
enthusiasm, 31%; professional attitude, 25%, the right “chemistry”, 23%; 
experience level, 21%.  Candidates who have a vision of where they are going by 
practicing goal setting is another factor that nearly all employers seek. 
   
According to Gerber et al. (1999, p. 278), a number of studies have indicated that 
effective leadership can make a difference in organisational performance. 
 
Sarros and Woodman (1993, p. 3) state that the determinants of leadership are 
not very clear cut, and that successful leadership relies on a combination of traits, 
skills, attitudes and environmental and intra-organisational conditions.  
 
Grobler (1996, p. 5), as quoted by Gerber et al. (1999, p. 278), is of the opinion 
that certain leadership attributes do exist, and that these are related to 
organisational performance.  However, which leadership attributes contribute to 
which organisational outcomes is difficult to determine. 
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Sarros and Woodman (1993, p. 4) have however attempted to answer this by 
indicating the relationship between a number of leadership attributes to 
organisational outcomes as shown in Table 4.2. 
 
Table 4.2 
Relationship between Leadership Attributes and Organisational Outcomes 
 
LEADER ATTRIBUTES 
ORGANISATIONAL 
OUTCOMES 
Vision/creativity 
• Energy, hard work 
• Risk-taking behaviour 
• Communication 
• Organisational innovation 
• Strategic thinking 
• Direction setting 
• Motivated workforce 
Setting/achieving objectives 
• Environmental scanning 
• Long-term focus 
• Customer- and quality-driven 
• Competitive advantage 
• Quality products 
• Global alliances 
• Consistent results 
Confident decision-making 
• Initiative, confidence 
• Action-centred 
• Calculated risk-taker 
 
• Strong organisational culture 
• Challenging workplace 
• Achievable performance 
objectives 
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Team building 
• Role modeling 
• Involvement, inspiration 
• Commitment 
• Trust 
• Motivated workforce 
• Employee self-esteem 
• Innovative work practices 
• Achievement 
Charisma 
• Arrogance 
• Role modeling 
• Confidence 
• Ethics, morality 
• Team building 
• Long-term survival 
 
Source: Adapted from Sarros and Woodman (1993, p.4) 
 
As quoted by Adair (1988, pp. 133-134), the Standing Conference of Employers 
of Graduates published the results of a survey conducted in 84 organisations on 
‘What employers look for in their graduate recruits”.  Various other research 
initiatives were undertaken to identify qualities/abilities.  His findings are listed in 
Table 4.3 
 
McCauley, Moxely and van Velsor (1998, pp. 396-397) state that young 
managers who early in their careers exhibit learning-oriented behaviours such as 
using feedback, seeking feedback, being cross-culturally adventurous, seeking 
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opportunities to learn, being open to criticism and is flexible, and are more likely 
to achieve end-state competencies and subsequent effectiveness.   
 
Many theorists have identified competencies which they feel are important for 
leaders to perform effectively.  Whilst there are differences of opinion amongst 
the theorists, many of the competencies do overlap.  Table 4.3 represents a 
comparison of leadership competencies as identified by McCauley, Moxley and 
van Velsor (1998, pp. 110-112), Adair (1988, pp. 133-134), Ricketts (1997, p. 47-
50), Thomas International (2000, www.online), Yukl (1998, p. 37), Boyatzis 
(1982), as quoted by Yukl (1998, p. 240), Wood (1995), as quoted by Gerber, Nel 
and van Dyk (1999, p. 477), The Institute for Personnel Management (Fact Sheet 
No. 217), as written by Gerber, Nel and van Dyk (1999, pp. 477-478), 
Chamberlain (1995), as quoted by Gerber, Nel and van Dyk (1999, p. 461), 
Human (1991, pp. 299-300), Robbins (1998, p. 4) and Grobler, Warnich, Carrell, 
Elbert and Hatfield (2002, p. 315). 
 
The most common competencies and a brief explanation as identified by the 
various theorists can be summarized as follows: 
• Personal Management Skills: dependability, responsibility, setting and 
accomplishing goals, making decisions, honesty, self-control.  Strong but not 
dominating personality, tenacity and determination, personal impact and 
presentation, good appearance, resilience under pressure, maturity for age, 
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flexibility and adaptability, vigour and energy, reliable, stable, calm, cool, 
breadth of interest; 
 
• Teamwork Skills: organizing, planning, listening, sharing, being flexible, 
leadership qualities; 
 
• Academic Skills: communicating, planning, understanding, problem solving, 
competency in chosen occupation; 
 
• Technical (how-to-do-it) skills: Communication skills, prepared speaking, 
extemporaneous speaking, parliamentary procedure, group organisation, 
dynamics and leading discussions, goal setting and programme of activities, 
time management, financial management, conducting successful meetings, 
organisational skills; 
 
• Leadership and Teamwork:  Teamwork/team membership, planning and 
organizing, cooperation, consistent and dependable behaviour, wins gracefully, 
expresses hostility tactfully, delegates frequently/effectively, initiates, controls 
and coordinates, gets on with others; 
 
• Communication Skills:  Speaking, perceptive listening, written communication, 
persuasiveness, arguing assertively not aggressively; 
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• Decision-Making:  Creativity, power of analysis, critical judgement, reasoning, 
inquiring mind, speed of uptake, analytical reasoning skills, imagination, sense 
of reality, helicopter view; 
 
• Conceptual (thinking skills):  Good imagination, dedication, combine concepts 
and ideas into a workable solution, good problem solving skills, creative, logical 
thinker, good decision-making skills, anticipate problems, able to think 
independently, foresee change, open-minded, welcome new opportunities, 
persistent; and 
  
• Interpersonal skills: Honesty, hardworking, social skills, good listener, 
cooperative, self-concept, enjoy working with people, sensitive, positive 
attitude. 
 
According to table 4.2, the competency which was recognized most often was 
technical skills (nine of the twelve theorists identified this), followed by 
interpersonal skills (eight of the twelve), and personal management and 
conceptual skills each being identified by seven of the twelve theorists.  These 
were followed closely by communication and leadership skills (six of the twelve), 
and teamwork and academic skills (five of the twelve).  Decision making, 
assertiveness and being motivational were each identified four times, quality 
awareness and strategic thinking three times, and innovativeness, twice. 
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Ricketts * * * *    * *       
Adair * *   * * *         
McCauley et 
al.     *         *  
Thomas 
International   * * * * * *       *
Yukl *  * *  *  * * *  *    
Boyatzis * *  *  *  * * *   *   
Wood *    *    * * * * * *  
IPM * * * * * * * * *    *   
Chamberlain    * * *  *  * *   * *
Human * * * *   * *        
Robbins    *     *  *     
Grobler et 
al.    *    * *       
 
 
Human (1991, pp. 299-300) is of the opinion that certain attitudes are required to 
perform effectively as a leader.  These can be summarized as follows: 
• Willingness to change/innovativeness; 
• Vision/faith in the future/optimism; 
• Move away from discrimination and racial prejudice; 
• Open-mindedness; 
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• Need for entrepreneurial spirit; and 
• Development of a sense of “social responsibility”. 
 
Ricketts (1997, p. 48) argues that clear lines do not always separate the above 
skills, and that each type of skills is important for all tasks.  Above all he is of the 
opinion that it does not matter how potentially effective and efficient your potential 
as a leader could be, it is of no value if you do not have the desire to lead. 
 
Rupert (1965, p. 17), as quoted by Gerber, Nel and van Dyk (1999, p. 291), 
identified the following traits as prerequisites for effective leadership: 
• Physical and mental health; 
• A sound philosophy of life; 
• A willingness to serve; 
• Selflessness; 
• Optimism, enthusiasm, inspiration, drive; 
• Intelligence and knowledge; 
• Language skills; 
• Willpower and purposefulness; 
• Adaptability and flexibility; 
• Understanding; and 
• Character. 
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According to Grobler et al. (2002, p. 640), leaders need to develop an inspiring 
vision, transforming the employees into a cohesive team, infusing them with 
enthusiasm, and creating a climate in which all workers will identify with the 
company and its ideals.  “The battle would be virtually won when every individual 
employee begins to believe that his or her own ambitions and vision of the future 
coincide with those of the company”.  Grobler et al. (2002, p. 640) continue that 
leadership aimed at the future will require leaders with a strong value system, 
including integrity, fairness, justness, respect for the individual, be sensitive for 
cultural diversity, be caring, show empathy, be willing to serve and recognize 
human worth.   
 
As stated by Gerber et al. (1999, p. 279), leadership researchers disagree 
considerably over what does and what does not constitute leadership, and that 
most of this disagreement seems to stem from the fact that leadership is complex 
and involves the leader, the followers and the situation. 
 
Luthans (1989, p. 457) supports this by stating that the results of research to 
determine universal traits possessed by leaders was disappointing, and that only 
intelligence seemed to hold up with any degree of consistency, and there is some 
evidence to suggest empathy and self-confidence are desirable leadership traits. 
 
Luthans (1989, p. 457) argues that in general, research findings neither agree on 
which traits are generally found in leaders, nor which ones are more important 
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than others, and emphasis has now shifted away from personality traits toward 
job-related skills. 
 
It is however, clear from the literature above that there are certain commonalities 
amongst some theorists regarding what traits/skills/etc constitute an effective 
leader, and whilst these may not be suitable to each leader in each position, they 
provide a valuable starting point when determining required competencies in 
graduate trainees. 
 
 
4.6 THE RECRUITMENT AND SELECTION OF APPLICANTS 
 
Human (1991, p. 145) is of the opinion that matching the person, job type and job 
processes is a vital element of an effective organisation.  Ricketts (1997, p. 47) 
extends on this by stating that selection is the quickest approach to improving 
leadership in the workplace.  
 
Human (1991, p. 160) continues that it appears that commerce and industry are 
struggling to find people with perceived managerial potential.  She is of the 
opinion that there needs to be a questioning of the criteria in terms of which 
individuals are selected as well as a closer investigation of the job applicants 
themselves, and that academic achievement should not be the only criterion for 
assessing managerial potential.  The candidate’s potential should be assessed in 
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relation to that individual’s social experiences and abilities and involvement in 
extra-curricular activities as an indication of a well-rounded person and their 
ability to achieve. 
 
Adair (1988, p. 24) states that when anyone is selected for a leadership position, 
one needs to look at two sets of potential abilities: the transferable leadership 
talents, and the aptitude and knowledge required to perform effectively as a 
leader. 
  
4.6.1 Recruitment 
 
Breauch (1992, p. 4) defines recruitment as follows:  “Employee recruitment 
involves those organisational activities that influence the number and/or the types 
of applicants who apply for a position and/or affect whether a job offer is 
accepted”, whilst Cronje et al. (1994, p. 364) argue that recruitment means 
“…searching as widely and as thoroughly as possible for people who might be 
suitable for vacancies in the enterprise and encouraging them to apply for these 
vacancies”. 
 
Gerber et al. (1999, p. 90) expand on this by stating that recruitment aims at 
encouraging applicants who have the skills and qualifications necessary to meet 
the organisation’s needs, to apply for employment.  
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Grobler et al. (2002, p. 136) are of the opinion that the only sustainable 
competitive advantage that one company has over another is the quality of its 
staff.  
  
4.6.1.1 Recruitment Sources 
 
Fyock (1993, p. 5) states that as candidates with the required skill, experience 
and education may not be actively seeking job opportunities within an 
organisation, employers need to employ aggressive recruitment activities to 
reach and attract candidates. 
 
Both internal and external sources should be explored in order to widen the pool 
of potential applicants. 
 
Internal Sources: 
 
Utilizing internal sources means that the organisation looks at current employees 
to see if any are suitable to fill the positions.  Jobs can be advertised on notice 
boards, internal newsletters and on the company’s intranet.   
 
According to Gerber et al. (1999, p. 94), use can also be made of personnel 
records and skills inventories.  Cronje et al. (1994, p. 364) support this by stating 
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that internal recruitment means that the enterprise tries to fill vacancies with its 
current staff members. 
 
External Sources: 
 
According to Cronje et al. (1994, p. 364), external recruitment means that the 
search for suitable candidates will be launched outside the enterprise. 
 
Whilst there are a variety of external sources that can be used, including 
employment agencies, walk-ins, advertisements, etc, campus recruitment 
(technikons and universities) remain the most cost effective and efficient way of 
recruiting potential applicants for graduate training programmes.  The majority of 
the major universities and technikons set aside a period of time dedicated for 
recruitment of graduates by organisations.  They assist with the distribution of 
posters and application forms on campus inviting applications, they make 
interview space available on campus, and assist with the scheduling of the 
interviews.  The organisations can then determine which institutions offer 
diplomas/degrees which satisfy their needs, and target their recruitment at these 
institutions.  Large numbers of students can therefore be reached, increasing the 
pool of potential applicants.   
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Advantages and Disadvantages of Internal and External Recruitment: 
 
Grobler et al. (2002, p. 144) are of the opinion that the following advantages and 
disadvantages for both internal and external recruitment exist.  These are 
reflected in Tables 4.4 and 4.5.  
 
Table 4.4 
Advantages of Recruiting Internally and Externally 
Internal Recruitment External Recruitment 
Increases morale of all employees Applicant pool is greater 
Knowledge of personnel records New ideas, contacts 
Chain effect of promotion Reduces internal fighting 
Need to hire only at entry level 
Minimizes Peter Principle (the 
promotion of employees beyond their 
level of competence) 
Usually faster, less expensive  
 
Source: Grobler et al. (2002, p. 144) 
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Table 4.5 
Disadvantages of Recruiting Internally and Externally 
Internal Recruitment External Recruitment 
Unhealthy competition amongst 
employees 
Destroys incentive of employees to 
strive for promotion 
Inbreeding resulting in no new ideas 
developing 
The individual’s ability to fit in with the 
rest of the organisation is unknown 
Morale problem for those not promoted Increased adjustment problems 
Strong management development 
programme needed 
 
 
Source: Grobler et al. (2002, p. 145) 
 
Grobler et al. (2002, p. 157) argue that with the implementation of the Labour 
Relations Act, No. 66 of 1995, the Basic Conditions of Employment Act, No. 75 of 
1997, and the Employment Equity Act, No. 55 of 1998, a number of important 
issues regarding recruitment have arisen.  It is essential that employers therefore 
scrutinize their recruitment policies and procedures to ensure that they can be 
applied consistently and fairly to all job applicants. 
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4.6.2 Selection 
 
Gerber et al. (1999, p. 103) define selection as the choice of the most suitable 
applicant, from the pool of applicants, who best meets the given job 
requirements.  Cronje et al. (1994, p. 366) support this by stating that selection is 
the process of choosing the most suitable person from the candidates identified 
during recruitment to fill a vacancy.  
 
Gerber et al. (1999, p. 103) argue that organisations need to pay particular 
attention to selection due to the shortage of professional, highly skilled and 
technically trained people in the South African labour market.  
 
As stated by Grobler et al. (2002, p. 174), there is no fail-safe method of 
determining the best person to fill a position.  As there is no perfect test or gauge 
of applicants, many subjective factors are involved.  There are however objective 
techniques that increase the validity of the process. 
 
According to Gerber et al. (1999, pp. 105-113), selection consists of a number of 
steps, the order in which they are carried out differing from organisation to 
organisation.  These steps are as follows: 
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• The provisional selection interview:  Lasts approximately 10 minutes.  The 
purpose is to determine whether or not the applicant has the necessary 
minimum qualifications, training, interest, etc for the job; 
 
• The application form:  From the completed form information is obtained with 
regard to the training, experience, educational background and personal 
characteristics of the applicant; 
 
• Testing:  Various tests can be used.  These are identified upfront by the 
organisation.  Care must be taken when administering the tests/assessments, 
and it must always be kept in mind that a test evaluates only a sample of a 
person’s behaviour, and should therefore not be used as the only selection 
technique.  They can include performance tests (the extent to which the 
applicant is already able to do the job), aptitude tests (the ability to learn a 
specific task), interest tests, personality tests, assessment centres (useful to 
obtain information with regard to applicants for supervisory and managerial 
jobs), etc.; 
 
• Personal references:  This can be used to verify information on the application 
form only, such as dates of service and job functions.  Opinions may not be 
asked; 
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• The interview:  This is the most important part of the selection process.  The 
interviewer can learn a lot about the applicant’s background, experience and 
interests, and form an impression of the applicant’s personality, values and 
attitudes.  The applicant has the opportunity to ask questions about the job or 
organization; and   
 
• The medical examination:  This can only be carried out where there is an 
inherent job requirement that certain physical conditions be met. 
 
Cronje et al. (1994, p. 366) argue that selection consists of preliminary screening, 
testing, the diagnostic interview and the final selection, whilst Grobler et al. 
(2002, pp. 179-191) identify the initial screening, the application blank, pre-
employment testing, interviews, reference checks and the medical examination 
as the most important steps. 
 
Cherrington (1995, p. 246), as quoted by Grobler et al. (2002, p. 188), extends on 
the above by listing the following elements present on an interviewer’s rating form 
used to evaluate university graduates applying for a management training 
programme: 
• Intelligence: the capability to learn by experience and adapt to new situations 
successfully; 
• Self-confidence: strong assurance of one’s ability to perform; 
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• Effective verbal expression: ability to express ideas and concepts clearly and 
concisely; 
• Sociability: ability to relate with and interact with others; 
• Maturity: good sound judgement; ability to make decisions and act on them; 
• Appearance: overall physical presentation, including grooming and dress; 
• Ambition or drive: goal-directed personal energy that is behaviourally 
orientated; 
• Interest level: general enthusiasm as evidence by personal involvement in 
interview; 
• Dependability: ability to win trust of others through dedication to his/her 
responsibilities; 
• Loyalty: personal commitment to the people and organisations with which the 
interviewee is affiliated; and 
• Persistence: determination to follow through with tasks initiated. 
 
As quoted by Gerber et al. (1999, p. 119), it is extremely important to make sure 
that the employer does not in any way commit an unfair labour practice during 
the employment process.  This involves the discrimination, either directly or 
indirectly, against an employee (term includes an applicant for employment), 
including but not limited to race, gender, sex, ethnic or social origin, colour, 
sexual orientation, age, disability, religion, conscience, belief, political opinion, 
culture, language, marital status or family responsibility (Labour Relations Act No 
66 of 1995, schedule 7.2.2). 
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Prior to embarking on the selection process, It is vital to review the procedures 
laid down in the Employment Equity Act, No 55 of 1998 to ensure that no unfair 
labour practices are committed, as all forms of discrimination are forbidden. 
 
Rosenbaum (1992, p. 1) states that graduate selection is increasingly being 
made on the basis of non-technical skills in addition to technical skills.  He writes 
that graduates who possess a variety of these skills in addition to the technical 
skills are held in high esteem by employers because they add immediate value to 
an organisation. 
  
 
4.7 ASSESSMENT CENTRES 
 
According to Fletcher (1997, p. 15), assessment is about the collection of 
evidence.  She continues that in a competence-based assessment system, the 
purpose of the assessment is to collect sufficient evidence that individuals can 
perform or behave to the specific standards. 
 
Purcell, Morley and Rowley (2002, www.online), expand on this by stating that 
psychometric testing as a recruitment practice had lost ground to assessment 
centres.  Most of the assessment centres assessed included structured events 
that allowed self-confident and articulate individuals to shine. 
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Gerber et al. (1999, p. 113) continue on this and state that assessment centres 
are a popular method for obtaining information with regard to applicants for 
supervisory and managerial jobs.  Swanepoel et al. (1998, p. 422) support this by 
stating that assessment centres were originally adopted to assess managerial 
potential, and consists of a standardized evaluation of behaviour based on 
measures such as in-basket exercises, paper and pencil ability tests, leaderless 
group discussions, simulations and personality questionnaires.   
 
Yukl (1998, p. 241) argues that although no two programmes are exactly alike, 
they all use multiple methods of assessing traits and skills, including interviewing, 
personality and aptitude tests, a writing exercise, a speaking exercise, in-basket 
exercises and leaderless group discussions.  An overall evaluation of each 
candidate’s management potential is made by several staff members.  
 
Gerber et al. (1999, p. 113), add to this by stating that the applicants take part in 
in-basket exercises, leaderless work groups, computer simulations and role play, 
which require skills similar to those needed to successfully perform the actual 
tasks.  A panel of line managers usually acts as evaluators.  
 
As graduate training programmes are aimed at identifying and developing people 
capable of occupying leadership roles in the future, assessment centres are a 
good source of obtaining additional information regarding specific leadership 
skills, not always identifiable in a normal interview. 
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4.8 CONSIDERATIONS AROUND TRAINING AND 
DEVELOPMENT INTERVENTIONS 
 
Ricketts (1997, p. 3) argues that leadership is the ability to move or influence 
others toward achieving individual or group goals.  It is a learned behaviour that 
anyone can improve by study or application.  He continues that an individual can 
be a leader if that person has the determination to develop the abilities that make 
a leader.   
 
Luthans (1989, p. 457) extends on this by stating that the earliest trait theories 
concluded that leaders are born, not made.  He did however continue that this 
theory has given way to a more realistic theory that leadership traits are not 
completely inborn but can be acquired through learning and experience.  
 
Barnes (1996, p. 5) is of the opinion that leadership does not happen by itself, 
and is not the consequence of a person being given authority or acquiring power.  
He continues that there are distinct leadership competencies that can be learnt.  
Barnes (1996, p. 173) argues that leadership is about being willing to work for as 
well as lead a team, caring about the human dimension, having both physical and 
emotional courage, encouraging individuals’ innate ability to be innovative and 
creative, encouraging people to develop and grow, listening to your own soul, 
having a vision, communicating in a language people will understand and taking 
your people with you.  He continues that there is no single leadership style, and 
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the traits of leaders at every level are very diverse.  They do however share a 
common vision. 
   
4.8.1 Competency-based training and assessments 
 
According to Gerber et al. (1999, p. 460), an easy way to distinguish between 
competency-based training and other types of training is the method used to 
demonstrate that learners have mastered the knowledge and skills that should 
have been transferred through the training process. 
 
Dubois (1993), as discussed by Gerber et al. (1999, p. 460), states that one way 
of defining the competency-based approach is by regarding job competence as 
the employee’s capacity to meet or exceed a job’s requirements by producing an 
expected level of quality within the constraints of the organisation’s internal and 
external environment. 
 
Fletcher (1997, p. xii) expands on this by arguing that competency-based 
systems allows organisations the opportunity to introduce training and 
development which focuses on actual performance.  It is about the collection of 
evidence, and allows for the evaluation of training effectiveness.  Fletcher (1997, 
p. 35) continues that competency-based systems allow for the recruitment and 
selection processes to be defined with more clarity (Fletcher, 1997, p. 35). 
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Gerber et al. (1996, p. 461) are of the opinion that competence-based modular 
training focuses on the ability of the learner to master a specific skill.  The training 
programme comprises a set of clearly defined learning objectives that are 
attained by carrying out specific actions or tasks.  The most important 
characteristic of a competency-based training programme is that the learner is 
expected to fully master the skills set out in the objectives in order to be regarded 
as competent.  In addition, the learner is responsible for the successful mastering 
of a skills objective, the instructor acts as a facilitator by manipulating the 
environment in an attempt to ensure that the learner attains the desired level of 
mastery. 
 
This is expanded on by Dubois (1993, p. 151) who states that before a 
competency-based performance intervention can be designed, it is first 
necessary to identify the learning objectives an employee must master and the 
degree that the individual must master it to acquire critical job competencies.  
 
Blank (1982, p. 5), as discussed by Gerber et al. (1997, p. 331), identified the 
following characteristics of competency-based programmes: 
 
• They are based on specific, precisely stated outcomes of learning which 
describe exactly what will be required of the learner on completion of the 
programme; 
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• The programmes offer carefully designed, student-centred learning activities, 
allowing the learners to stop, slow down, speed up or repeat any part of the 
programme.  Periodic feedback on progress is provided throughout the learning 
process; 
 
• Each learner is provided with enough time to fully master one competency 
before moving on to the next; and 
 
• Requires each learner to perform each task at a high level of proficiency before 
the individual receives credit for the mastery of that particular task. 
 
Dubois (1993, pp. 157-158) suggests that when designing and developing 
competency-based learning interventions, the following steps will result in 
effective learning opportunities: 
 
• Complete an in-depth analysis of the characteristics of the learners, including 
their entry-level competencies and the work climate or environment; 
 
• Confirm and preliminary organize the competencies to be included in the 
learning intervention; 
 
• Identify the subordinate competencies for each critical competency.  Sequence 
the competencies in the order in which they are to be acquired; 
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• Elaborate the competencies as learner performance objectives.  Design 
assessment items or activities to evaluate the learner’s performance following 
instruction; 
 
• Design and develop the intervention learning plan and the instructional models 
for the interventions; 
 
• Brief the client or client group; and 
 
• Pilot test the performance improvement intervention.  Make revisions as 
indicated by the formative evaluation results.  Implement the programme or 
intervention.  
 
Fletcher (1997, p. 6) proposes the following components regarding competency-
based training and assessing: 
 
Essential Elements 
• Competencies must be role derived, specified in behavioural terms, and made 
public; 
• Assessment criteria must be competency-based, mastery levels must be 
specified, and these must be made public; 
• Assessment requires performance as the prime evidence, but must also take 
knowledge into account; 
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• Individual student progress rate depends on the compentencies they 
demonstrate; and 
• The instructional programme must facilitate the development and evaluation of 
specific competencies. 
 
Implied Characteristics 
• Individualization of learning; 
• Feedback to learners; 
• Emphasis on exit rather than admission requirements; 
• Systematic programme; 
• Modularization; and 
• Student and programme accountability. 
 
Fletcher (1992, p. 18) recognizes the following sequence of operations regarding 
competency-based assessments: 
• Define required criteria for performance (outcomes of individual performance); 
• Collect evidence of outcomes of individual performance; 
• Match evidence to requirements or objectives; 
• Makes judgements regarding achievement of all stated performance outcomes; 
• Allocate ‘competent’ or ‘not yet competent’ ratings; 
• Issue certificates for achieving competence; and 
• Plan development for areas in which ‘not yet competent’ decisions has been 
made. 
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Fletcher (1997, p. 58) argues that there are a variety of assessment methods.  
Some of these methods provide evidence of performance, some of knowledge, 
and some of application of knowledge.  Assessors can assess some or all of 
these, depending on what needs to be assessed.  For example, observe 
performance, conduct a skills test, facilitate a simulation exercise, assign a 
project or assignment, undertake oral questioning, administer a written 
examination or offer a multiple-choice question paper. 
 
In Table 4.6, Fletcher (1997, pp. 62-65), identifies the following strengths, 
weaknesses and key issues existing for each method. 
 
Table 4.6 
Strengths, Weaknesses and Key Issues for Training Interventions 
Method Strengths Weaknesses Key Issues 
Observation of 
performance 
Provides high 
quality evidence 
of competence 
Is undertaken as 
usual part of line 
manager’s 
responsibility 
Individuals 
become 
Opportunities to 
demonstrate 
competencies across 
full range of activities 
may be limited 
Interference of ‘local’ 
standards/procedures 
may affect time 
allocated to 
Need for trained 
assessors 
Use of multiple 
assessors 
Need for clear 
lines of 
communication 
and quality-
assurance 
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Method Strengths Weaknesses Key Issues 
accustomed to 
ongoing 
assessment 
Provides 
continuous 
assessment 
basis 
Evidence is 
produced 
regardless 
whether it is used 
for assessment 
workplace 
assessment 
Assessor/assessee 
relationship 
measures 
Skills tests, 
simulations, 
projects, 
assignments 
A useful tool for 
generating 
evidence where 
opportunities for 
assessment 
across the full 
range are limited  
Can be off-site 
and therefore 
avoid noisy or 
Removal from 
realistic working 
conditions 
Individuals react 
differently is a test 
situation 
Structure of 
assignments and 
projects often very 
loose 
Need for planning 
and structure 
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Method Strengths Weaknesses Key Issues 
disruptive 
environments 
Test conditions 
can be 
standardized for 
skills tests 
Time for testing 
can be effectively 
allocated 
Difficulties in 
predicting exactly 
what type of evidence 
will be generated  
Oral questioning Valuable tool for 
collecting 
evidence across 
full range of 
activities 
Valuable tool for 
collecting 
evidence of 
underpinning 
knowledge and 
understanding 
and its 
application in the 
Assessors can often 
answer their own 
questions 
Evidence collected by 
this method alone 
would not be 
sufficient to assign 
competence 
Least likely to reflect 
or represent real 
working conditions 
Need for trained 
assessors with 
effective 
questioning 
techniques 
Requires largest 
inferential jump to 
assigning 
competence 
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Method Strengths Weaknesses Key Issues 
workplace 
Can be rigorous, 
and standardized 
with planning and 
structure 
Written 
examination 
Valuable tool for 
assessment in 
areas where 
knowledge forms 
a key component 
of competent 
performance 
Can be well 
structured to elicit 
key areas of 
knowledge and 
understanding 
Also assesses ability 
to write and construct 
written material 
Needs skilled 
assessors to judge 
responses 
Time away from 
workplace required to 
complete the 
examination 
Time for assessors to 
review and mark 
responses 
Danger of 
assumption that 
‘knowing’ means 
‘able to do’ 
Often 
unstructured or 
unplanned 
Supplies 
supplementary 
evidence of 
actual 
performance 
Multiple-choice 
question papers 
Well-designed 
questions can be 
standardized 
Elicits key 
Always a 25% 
possibility of correct 
answer being chosen 
at random (where 4 
Time and skills 
needed for 
design, delivery 
and marking 
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Method Strengths Weaknesses Key Issues 
knowledge/ 
understanding in 
short timescale 
possible answers are 
given) 
Needs skilled 
designer to prepare 
item bank and 
question paper 
Time away from work 
to complete test 
needed 
Supplementary 
evidence only – 
not direct 
evidence of 
actual 
performance 
 
Source: Adapted from Fletcher (1997, pp.62 – 65) 
 
Fletcher (1997, p. 65) concludes that wherever possible, assessment should take 
place in the workplace with observation of normal performance. 
 
Other important considerations are the recognition of learning that has already 
occurred, as well as to pay attention to the way in which adults learn, as 
discussed in sections 4.8.2 and 4.8.3.  Section 4.8.5 looks at how expectations 
need to be managed to contribute to an effective employee, and the importance 
of providing challenging work assignments to develop employees is discussed in 
section 4.8.5.  
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4.8.2 Recognition of Prior Learning 
 
According to Gerber et al. (1999, p. 462), recognition of prior learning (RPL) is 
regarded as one of the strategic options for addressing the current training and 
education problems in South Africa. 
Meyer (1996), as quoted by Gerber et al. (1999, p. 462), defines RPL as “…the 
verification of skills, knowledge and abilities obtained through training, education 
and work and life experiences… it is the verification of competence no matter 
how it was achieved”.   
 
Fletcher (1997, p. 34) refers to this as APL (accreditation of prior learning), and is 
of the opinion that it is an integral part of competency-based assessment.  It 
allows for evidence from past achievements to be included in the total of 
evidence collected during assessment. 
 
4.8.3 Adult Learning 
 
Gerber et al. (1999, p. 465) argue that workplace training and development 
programmes must take into account that learners are adults who require different 
teaching methods to children.  They continue that adults and children learn in 
fundamentally different ways.   
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This is supported by O’Connor et al. (1996, p. 113) who state that in the middle of 
the twentieth century instructors realized that their assumptions about how 
children learn did not fit the adults they were teaching.  The focus with adult 
learning (androgogy) was on a learner-directed learning approach, as opposed to 
the teacher-directed approach with children (pedagogy).   
 
Swanepoel et al. (1998, p. 490) argue that training should focus on real-world 
problems, and on applying techniques such as case studies and role-playing.  
Furthermore, the experience and knowledge of adults can be used productively. 
 
Literature quoted by Gerber et al. (1999, p. 465) suggests the following 
characteristics of adult learners and different training approaches which facilitate 
adult learning: 
• Adults prefer to plan their own learning projects and to adopt a self-directed 
approach to learning; 
• Adults should be made aware of how the newly acquired knowledge will 
supplement their existing knowledge and what benefits they can derive from it; 
• Lecture material should be meaningful to learners and should relate to their 
objectives and work situation; and 
• Present subject matter as problems that have to be investigated and solved as 
opposed to learnt, as adults are problem and task orientated. 
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Van Dyk et al. (1997, p. 216) expand on this by recognizing that adult learners 
need to know why before learning, as they have a great volume and quality of 
experience, are self-directing and are ready to learn when they experience a 
need.  Learning activities must be life- or task-centred, as the motivation to learn 
is largely intrinsic, the learners are largely self-dependent and self-responsible 
and accept co-responsibility for their own training and development. 
 
4.8.4 Managing Expectations 
 
Gerber et al. (1999, p. 101) state that just as an organisation demands certain 
things from applicants, applicants also have preferences for a specific job.  It is 
unlikely that all the expectations of an applicant can be met, and he or she must 
therefore often be prepared to make a compromise.  This is supported by Human 
(1991, p. 176) who states that the reality of a newcomer’s first full time 
employment is often ‘shocking’ as he or she is forced to confront the gap 
between his or her expectations and what it is really like to work in a given 
organisation.   
 
Human (1991, p. 177) argues that a certain degree of inflated pre-entry 
expectations is perhaps inevitable when companies recruit young people with a 
tertiary education, as is a subsequent downward revision of such expectations 
after entry.  If expectations and hopes are not well-managed, they can lead to 
poor adjustment, dysfunctional behaviour, and people leaving prematurely, as 
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unrealistic expectation appear to affect job satisfaction and can cause 
occupational stress. 
 
 As so many organisations offer graduate training programmes, there is much 
competition between the various organisations to recruit the top applicants.  
Organisations are therefore often to blame for fueling the development of 
unrealistic expectations as they attempt to lure applicants by making themselves 
appear more attractive than their competitors.  
 
According to Gerber et al. (1996, p. 127), a thorough and well-planned induction 
programme can assist with helping to create realistic employee expectations.  
During the induction, employees are taught exactly what the organisation expects 
of them and what they in turn can expect from the organisation, in this way toning 
down expectations and basing them on reality. 
 
4.8.5 Work Assignments 
 
According to Human (1991, p. 177), everyday job challenges and demands are 
effective socializing and skill-building activities.  It is therefore important to 
provide early challenging and stimulating work, so as to allow new members to 
bolster their self-confidence through achieving results, and to keep them 
motivated and committed to the organisation and its goals.  
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McCauley et al. (1998, p. 128) argue that job assignments are one of the oldest 
and most powerful forms of leadership development.  They give the leaders the 
opportunity to work on real problems and dilemmas, therefore, learning by doing.  
The key element in job assignments is challenge, as practical knowledge and 
skills are enhanced. 
 
McCauley et al. (1998, p. 159) continue that by providing employees with a 
variety of developmental opportunities from which they can round out their 
repertoire of skills, is one way of ensuring that the organisation always has a core 
group of competent leaders to count on. 
 
 
4.9 APPROACHES TO TRAINING 
 
Swanepoel et al. (1998, p. 480) argue that one of the main reasons why training 
fails in an organisation in the lack of a systematically developed training model.  
They continue that it is essential to translate the needs identified into measurable 
objectives that will guide the training process.  These objectives will state what 
the person will be able to do, under what conditions, and how well the person will 
be able to do it.  Once the needs have been identified and behavioural objectives 
stated, a training programme can be developed to achieve the objectives.  
Appropriate training methods must be selected and suitable materials developed 
to convey the required knowledge and skills identified in the objectives. 
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According to Yukl (1998, pp. 486-487), various organisational conditions can 
facilitate learning and development.  He is of the opinion that the following ways 
should be used to support leadership training of subordinates: 
 
Before the training: 
• Inform subordinates about opportunities to get training; 
• Explain why the training is important and beneficial; 
• Ask others who received the training to explain how it was useful; 
• Change the work schedule to make it easier to attend training; 
• Give a subordinate time off if necessary to prepare for the training; 
• Support preparation activities such as distribution of questionnaires; and 
• Tell subordinates they will be asked to report on what was learned. 
 
After the training: 
• Meet with the person to discuss what was learned and how it can be applied; 
• Jointly set specific objectives and action plans to use what was learned; 
• Make assignments that require use of newly learned skills; 
• Hold periodic review sessions to monitor progress in applying new skills; 
• Provide praise for applying the skills; 
• Provide encouragement and coaching when difficulties are encountered; 
• Include application if new skills in performance appraisals; and 
• Set an example for trainees by using the skills yourself. 
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Morgan (1982, p. 61) argues that whilst non-technical skills are common to all 
organisations, the requirements for specific non-technical skills varies from 
organisation to organization, therefore attention must be paid to the specific 
requirements and organisational culture of each individual organisation when 
setting up a training programme.  Induction is one way of ensuring that new 
employees are integrated into the organisation, and the specific non-technical 
skills requirements can be conveyed, as discussed in section 4.9.1. 
 
4.9.1 Induction 
 
Hall and Goodale (1986, p. 275) define induction as “…the process through 
which a new employee learns how to function efficiently within a new 
organisational culture by obtaining the information, values and behavioural skills 
associated with his or her new role in the organisation”. 
 
Gerber et al. (1996, p. 126) argue that the first few days in a new job are of vital 
importance.  New employees must immediately feel part of the organisation, 
associate themselves with the goals of the organisation, and experience positive 
attitudes towards their jobs.   
 
Grobler et al. (2002, p. 206) support this by stating that starting a new job is 
considered to be one of the most stressful life experiences.  They continue that 
research has shown that the first few days and the impression the individual 
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gains during this period has an important bearing on performance and labour 
turnover. 
 
According to Cronje et al. (1994, pp. 368-369), it is essential to ensure that each 
new employee fits into the job environment as quickly as possible so that the 
individual can become productive immediately.  An induction programme will 
familiarize the employee with the enterprise so that the individual can assimilate 
easily. 
 
They continue that an induction programme should introduce new employees to 
their colleagues, inform new employees about the policy, procedures and rules of 
the enterprise, inform new employees about the history, products and services, 
and standing in the market of the enterprise, inform new employees about 
practical arrangements in respect of remuneration, overtime pay, incentive 
schemes, restaurant facilities, leave privileges, etc, and inform new employees 
about the organisational structure of the enterprise. 
 
Gerber et al. (1996, pp. 128-129) argue that an induction programme can include 
an overview of the organisation and an overview of policy and procedures, 
compensation, fringe benefits, safety, labour relations, the facilities, economic 
factors, the functions of the department, all tasks and responsibilities, policy, 
procedures, rules and regulations, a viewing of the workplace, and an 
introduction to employees. 
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Wexley and Latham (1981, p. 104) expand on this by detailing the following items 
typically covered during induction training: 
 
General Company Orientation 
• Overview of the organisation – brief history, products and services, branches, 
nature of operations, structure, etc; 
• Policies and procedures – work schedules, vacations, holidays, grievances, 
identification badges, uniforms, leave of absence, promotions, transfers, 
training, etc; 
• Compensation – pay scale, overtime, holiday pay, when and how paid, time 
clock, etc; 
• Benefits – insurance, retirement, employee discounts, suggestion scheme, etc; 
• Safety information – relevant policies and procedures, fire protection, first aid 
facilities, etc; 
• Union – name, affiliation, officials, joining procedure, etc; and 
• Physical features – plant/office layout, employee entrance, parking, cafeteria, 
etc. 
 
Specific Departmental Orientation 
• Department functions – explanation of the objectives, activities, structure, 
description of how department’s activities relate to those of other departments 
and the overall company; 
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• Job duties – a detailed explanation of the duties of the new employee’s job 
(give copy of job description) and how the job relates to the activities of the 
department; 
• Policies and procedures – those that are unique to the department, such as 
breaks, rest periods, lunch hour, use of time sheets, safety, etc; 
• Department tour – a complete familiarization with the departmental facilities, 
including lockers, equipment, emergency exits, supply room, etc; and 
• Introduction to departmental employees. 
 
Grobler et al. (2002, p. 210) cite that an effective induction programme can result 
in higher job satisfaction, lower labour turnover, greater commitment to values 
and goals, higher performance as a result of faster learning times, fewer costly 
and time-consuming mistakes, reduction in absenteeism, better customer service 
through heightened productivity, improved manager/subordinate relationships, 
etter understanding of company policies, goals and procedures. 
 
Gerber et al. (1996, p. 129) write that it is important to provide a new employee 
with written material in the form of a manual to support the oral induction 
programme. 
 
It is however, not sufficient to ensure and effective induction programme if the 
actually training programme is not properly designed and delivered, as discussed 
in sections 4.9.2 and 4.9.3. 
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4.9.2 Training Programme Design 
 
O’Connor et al. (1996, p. 138) state that the output of the needs assessment 
phase is the input for the training programme design.  Training design takes into 
account the purpose for the training.      
 
According to O’Connor et al. (1996, pp. 138-139) continue that the following 
steps exist in the process: 
• Group learning needs into logically connected clusters; 
• Decide which clusters will be linked together to form the goals or outcomes of 
the training programme; and 
• The goals or outcomes are broken down one by one into learning objectives 
(the specific things which the learners must know or be able to do on the 
completion of the programme). 
 
An important consideration for the organisation is whether they will design all the 
material themselves (time consuming, requires subject matter experts), whether 
they will buy existing material (costly and not tailor-made for the organisation), or 
whether they will make use of an external consultant who is already in 
possession of the required material to facilitate the training on their behalf.  Very 
often it is most effective and efficient to make use of external consultants who 
have the subject knowledge and are in possession of the required materials.  
After discussions with these consultants who specialize in the specific field, they 
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can make amendments to the material to ensure that it meets the needs and 
requirements of the organisation.  Whichever route the organisation takes, it is 
important that the above steps are completed to ensure that the design of the 
programme meets the outcomes. 
 
4.9.3 Training Delivery 
 
The manner in which the training is delivered is of paramount importance.  An 
incorrect choice can result in even the most dynamic of courses not being 
transferred into the workplace, thereby wasting both time and money, and 
resulting in negative attitudes and perceptions towards training as a whole in the 
organisation.  Different learning needs require different methods regarding 
training delivery to ensure optimum transfer of learning. 
  
4.9.3.1 Off-the-job training 
 
According to Swanepoel et al. (1998, p. 493), training offered at locations away 
from the job is called off-the-job training.  In this way the individual is removed 
from the daily environment, thereby minimizing interruptions and distractions. 
 
Grobler et al. (2002, p. 325) refer to this type of training as away-from-the-job 
training, and argue that two forms of this type of training exist, namely in-house 
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progammes (conducted within the organisation’s own training facility), and off-site 
programmes (held elsewhere). 
 
Many different off-the-job training interventions have been identified by various 
researchers.  A comparison of the findings of Swanepoel et al. (1998, p. 493), 
Yukl (1998, pp. 470-473), Gerber et al. (1999, p. 468), Grobler et al. (2002, pp. 
325-329), O’Connor et al. (1996, pp. 168-178) and Dubois (1993, pp. 191-209) 
follow in Table 4.7. 
 
An explanation for each type can be summarized as follows: 
• Sensitivity training: the purpose of this type of training is to make employees 
more aware of their own behaviour and how their behaviour is perceived by 
others.  It also increases the participants’ awareness and acceptance of the 
differences between them. 
 
• Team building: focus is on intact work groups and strives to develop the ability 
of managers to work together with them on tasks faced each day.  Attempts to 
use the high interaction among group members to increase trust and openness. 
 
• Behaviour-modelling training: this is based on the belief that most human 
behaviour is learned by observing others and then modeling their behaviour 
when appropriate.   
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• Case study: the trainee is presented with a written description of an actual or 
hypothetical problem in an organisational setting.  The trainee is required to 
read the case, identify and discuss the problem, and recommend possible 
solutions.  This gives learners the opportunity to apply the knowledge and 
principles they have learned previously. 
 
• Simulation methods: here the work setting in which the trainee will have to 
perform is replicated for the trainee to try out different behaviours or strategies.  
The objective is for the trainee to learn from their own actions, and from the 
group discussion that follows the simulation.  This includes role-plays, in-basket 
exercises, leaderless group discussions, large-scale behavioural simulations, 
computerized business decision-making games. 
 
• Business games and simulations: emphasize interpersonal skills, cognitive 
skills and decision-making.  Includes cases, role-playing, in-basket exercises 
and group problem-solving exercises.   
 
• Role-play: effective to give learners insight into interpersonal problems.  It 
makes them aware of their attitudes towards others and creates the 
opportunity to improve their ability to deal with interpersonal issues. 
 
• In-basket training: trainee is given a number of letters, messages, reports, etc 
that would typically come across a manager’s desk.  Items range from urgent 
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to routine.  Trainee must analyze each item and decide how to carry out the 
tasks.  This method is effective to analyze an individual’s decision-making 
abilities, and give the individual the opportunity to practice independent 
thinking and problem solving skills thus developing their managerial skills. 
 
• Management games: is a development of the in-basket and role-play methods.  
It usually involves two or more companies competing against each other.  
Participants are assigned roles and have to make decisions.  The feedback 
element of this is vitally important as it enables individuals and groups to 
evaluate their performance and decision-making. 
 
• Conference method: participants sit around a conference table and discuss 
specific issues which are then summarized by the instructor.  Each trainee 
learns from the other, and interest is usually high as problems and issues are 
examined from different points of view.   
 
• Programmed instruction:  material is presented in small, sequenced fragments 
(frames).  Each frame elicits a response from the learner.  If the learner was 
correct, he/she may advance to the next frame.  Provides knowledge rather 
than skills.  Useful for learning concepts, particularly in relation to interpersonal 
behaviour. 
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• Computer-assisted instruction: can be effectively combined with video and 
audiotape materials.  Fast, provides considerable flexibility, and cost effective 
when training large numbers. 
 
• Lectures: remain an essential part of supervisory and management training.  
Lectures must be carefully structured and presented.  Usually accompanied by 
a variety of audio-visual aids and tools. 
 
• Distance Learning:  used when learners are dispersed, e.g. audio 
conferencing, video conferencing, audiographic conferencing, computer 
conferencing, business television. 
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Table 4.7 
Off-the-Job Training Interventions 
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Sensitivity Training *   *  * 
Team Building *     * 
Behaviour Modelling * *  *  * 
Case Study * * * * * * 
Simulation Methods *   *  * 
Business Games  *   * * 
Role Plays   * * * * 
In-Basket   * *   
Management Games   * *   
Conference Method   * * *  
Programmed Instruction   *   * 
Computer Assisted Instruction   * *  * 
Lecturers   * * *  
Distance Learning     * * 
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As can be seen from Table 4.7, the most popular off-the-job training 
interventions are the case study, behaviour modeling and role playing. 
 
4.9.3.2 On-the-job training 
 
According to Grobler et al. (2002, p. 323), on-the-job training typically involves 
job instructions given by an employee’s supervisor or an experienced co-worker. 
  
As defined by Swanepoel et al. (1998, pp. 491-496), on-the-job training is 
conducted at the worksite and focuses on the actual job.  Knowledge gained in 
the classroom can now be transferred to the job.  Gerber et al. (1999, pp. 473-
475) expand on these by stating that on-the-job training methods usually fit the 
needs of a particular employee and suit the individual’s background, knowledge 
and skills.  Trainees learn by doing, and work under the guidance of an 
experienced employee who can offer advice and suggestions for performing the 
job more efficiently and effectively.   
 
Many on-the-job training interventions have been identified by various 
researchers.  Table 4.8 is a representation of the most commonly identified 
interventions of Swanepoel et al. (1998, pp. 491-496), Gerber et al. (1999, pp. 
473-475), Grobler et al. (2002, pp. 323-325) and Dubois (1993, pp. 191-209). 
 
 
- 149 - 
Table 4.8 
On-the-Job Training Interventions 
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Coaching * * * * 
Committee Assignments *  *  
Job Rotation * * * * 
Understudy Assignments * *   
Job Instruction  * *  
 
Table 4.8 indicates that job rotation and coaching are two popular on-the-job 
training interventions.  The interventions as identified in Table 4.8 are 
summarized below: 
 
Coaching: experienced managers guide the actions of less experienced 
managers.  Includes daily guidance by a superior to develop a subordinate in his 
or her present position and to prepare the individual for promotion.  Enables a 
superior to set tasks and check the standard of work done.  Coaching must be 
systematic and purposeful, and the relationship between the superior and 
subordinates must be based on mutual trust. 
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• Committee assignments: junior executives are assigned to committees where 
they can observe more experienced managers in action. 
 
• Job Rotation: this entails moving from one job assignment to another within the 
same organisation, and can take four to six months.  In this way the 
inexperienced person will gain insight and a broad understanding of the 
organisation and will allow specialists to turn into generalists. By rotating 
through various jobs, learners can develop a fresh approach which they can 
use to establish new procedures and make changes in their existing jobs.  Is an 
invaluable method of inducting a young graduate. 
 
• Understudy Assignments: a person who acts as an assistant to someone else 
may be called an understudy.  It is similar to coaching, but is a full-time mentor-
understudy arrangement, where coaching is only periodic.  The understudy 
works with the mentor on a daily basis to learn how the job is done.  This 
temporary assignment of a manager to a more senior manager to broaden the 
individual’s managerial viewpoints.  It provides the organisation with a pool of 
potential managers who have been carefully observed and evaluated and who 
could be promoted to a higher level of authority. 
 
• Job Instruction Training:  is a precise method for teaching a trainee to do a 
specific job.  It is a way of quickly expanding manual and psychomotor skills.  Is 
particularly applicable to lower-level workers. 
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4.9.3.3 Selection of approach 
 
As is clear from the discussion in 4.9.3.1 and 4.9.3.2, a large variety of training 
approaches exist.  It is therefore of utmost importance that the desired outcomes 
are considered in an attempt to ensure a match between training delivery and 
objectives required. 
  
According to Dubois (1993, pp. 191-209), there is no single learning strategy that 
is the best or most appropriate for all applications.  Rather the strategy you select 
must be conducive to the environmental conditions – namely the curriculum 
content, the attributes of the learners, the norms of the organisation, the 
resources available, and the capabilities of the people who facilitate the learning 
process. 
 
He continues that competency-based designs must acknowledge the 
characteristics of adult learners. 
 
O’Connor et al. (1996, pp. 182-183) tabulated the following approaches to 
training, the situations in which they are commonly used, and the corresponding 
advantages and disadvantages of each: 
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Table 4.9 
Advantages and Disadvantages of Selected Live Instructional Techniques 
Approach Commonly used 
in situations 
where 
Advantages Disadvantages 
Lecture The learning goal 
is informational 
Instructor can 
reach large 
numbers of 
participants at 
once 
Speaker is active; 
learners are 
passive; to be 
effective, must be 
coupled with other 
learning strategies 
- e.g. small group 
discussions, 
games  
Case studies The learning goal 
is to teach skills of 
problem 
identification and 
diagnosis 
Draws on the 
knowledge and 
experience of 
learners 
Relevant cases are 
difficult to create; 
instructor must be 
flexible and able to 
take risks 
Games and 
simulations 
The instructional 
goal is to establish 
interest in a topic, 
or serve as an 
Games make 
learning fun; 
simulations 
provide real-life 
Instructions must 
be carefully 
considered; may 
be too time 
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Approach Commonly used 
in situations 
where 
Advantages Disadvantages 
icebreaker experiences 
without personal 
risk 
consuming for 
desired outcomes 
Role plays Learners need an 
opportunity for 
hands-on practice 
and immediate 
feedback 
Learners are put 
into specific role 
and learn 
appropriate 
behaviours 
Can be misused; 
must be taken 
seriously; a role 
play is an act 
unless its purpose 
is clear and 
immediate 
feedback is given 
Distance learning Learners and 
instructors are 
geographically 
dispersed; 
adequate 
technology exists 
to support 
interaction 
Learners can 
access instruction 
without travel; 
instructors cab 
reach large 
numbers of 
learners 
Telecommunication 
technology can be 
costly; traditional 
instructional 
methods must be 
adapted 
Source: O’Connor et al. (1996, p. 182) 
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4.9.4 Computer training 
 
As discussed by Swanepoel et al. (1998, pp. 493-494), there are various training 
approaches which use the computer as a tool: 
 
• Computer-assisted instruction (CAI): uses the computer as a self-contained 
teaching machine to present individual lessons.  The trainee is expected to 
respond to questions and, if the answers are correct, the computer indicates 
that the student can proceed to the next level of information;  
 
• Computer-managed instruction (CMI): the computer determines the employee’s 
initial level of competence and then provides a set of customized learning 
modules and exercises.  The student’s progress is tracked by the computer, 
and the content is modified continuously; 
 
• Computer-based training (CBT): includes both CAI and CMI.  Is very expensive 
as each trainee needs access to a computer.  It is not suitable for developing 
interpersonal skills as there is not interaction among trainees; 
 
• Computer-mediated education (CME): this describes computer applications that 
facilitate the delivery of instruction, e.g. fax, e-mail, computer conferencing; 
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• Computer-based multimedia (CBM): e.g. CR-Rom.  Aim is to integrate various 
voice, video and computer technologies in a single accessible system; and 
 
• Interactive video training (IVT): involves CBT with the addition of a videodisc or 
video cassette player and monitor. 
 
According to Swanepoel et al.  (1998, p. 494), the choice of method depends on 
the cost, the number of individuals to be trained, their location, the availability of 
skilled trainers, and the fact that the method must be consistent with the training 
content. 
 
O’Connor et al. (1996, pp. 204-211) argue that computer-based training (CBT) 
includes: 
 
• Computer-assisted instruction (CIA): includes tutorials, drill and proactise, 
instructional games, modeling, simulations and problem-solving.  User 
navigates among the learning modules, selecting topics of interest; 
 
• Computer-managed instruction (CMI): refers to the use of the computer system 
to keep rosters, learner profiles, class schedules and test scores.  Can 
generate, administer and score tests, so learners have a reinforcement and 
feedback source available that allows them to control when they have mastered 
a certain module and are ready to demonstrate that mastery; 
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• Interactive multimedia systems: is an interactive learning system and comes in 
four formats – interactive videotape, laser disk, CD-ROM, and compact-disk 
interactive; 
 
• Computer-supported learning resources (CSLR): four modes serve as just-in-
time reference material, namely telecommunications, expert systems, 
databases and hypermedia.  Are used much as a library, but with the added 
computer capabilities that ease communication, retrieval, examination, and 
manipulation of data; and 
 
• Performance-support systems: directly links training and support to 
performance.  Might include online help and reference, hypertext, computer-
based training, multimedia, and expert systems.  Its objective is to provide 
information or assistance at the time the user needs it. 
 
Another important consideration in a graduate training programme is the 
inclusion of mentoring and coaching, as discussed below. 
 
4.9.5 Mentoring / Coaching 
 
According to Yukl (1998, p. 480), mentoring is a relationship in which a more 
experienced manager helps a less experienced protégé.  The mentor is usually 
at a higher managerial level and is not the protégé’s immediate boss.  He 
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continues that mentoring can be a useful technique for facilitating career 
advancement, adjustment to change, and job satisfaction of protégés, however 
little research has been done on the ways mentors actually facilitate the 
development of leadership competencies.  
 
Some research suggests that informal mentoring is more successful than formal 
mentoring programmes (Yukl, 1998, p. 480).  With assigned mentors, personality 
conflicts and a lack of commitment were more likely to occur.  The success of 
formal mentoring programmes can however be increased by making participation 
voluntary, by allowing mentors some choice of a protégé, by explaining benefits 
and pitfalls, and by clarifying expected roles and processes for both mentor and 
protégé. 
 
According to Yukl (1998, p. 102), the following guidelines for mentoring and 
coaching should be considered:   
 
Mentoring 
• Show concern for each individual’s development; 
• Help the person identify skill deficiencies; 
• Provide helpful career advice; 
• Encourage attendance at relevant training courses; 
• Provide opportunities for skill development on the job; 
• Encourage coaching by peers; 
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• Promote the person’s reputation; and 
• Serve as a role model. 
 
Coaching 
• Help the person analyze his or her performance; 
• Encourage and guide efforts to improve performance; 
• Provide support and encouragement; and 
• Hold practice sessions under realistic conditions. 
 
Adair (1988, p. 50) argues that a combination of coaching, counselling and 
appraisal can train line managers to be mentors, however some line managers 
do lack the necessary leadership qualities to act as mentors.  One possibility 
therefore, is to appoint senior managers, who do not have line responsibility for 
the younger manager, as mentors.  He continues that this practice has been 
used with good results in organisations, especially with regards to graduate 
recruits. 
 
This is supported by McCauley et al. (1998, p. 183) who state that not all senior 
managers have the time, motivation, experience and expertise to share with 
junior managers.  
 
According to Adair (1988, p. 53) a good mentor displays qualities such as 
professionalism, personal integrity, wisdom and a natural teaching ability. 
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Grobler et al. (2002, pp. 324-325) recognise the following benefits of mentoring: 
• The mentor may advance the career of the protégé by nomination for promotion 
or sponsorship of membership; 
 
• The mentor may provide the protégé with visibility in the organisation or 
profession through joint efforts; 
 
• The mentor may protect the protégé from controversial situations and provide 
coaching by suggested work strategies; 
 
• The mentor may provide counseling about work and personal problems; and 
 
• There is better job performance and longer service with the organisation from 
protégés, who develop more skills and confidence. 
 
“Anyone who expects to join a top team should be able to prove that he has 
developed at least three people capable of doing his job” (Adair, 1988, p. 54). 
 
Managing an individual’s performance is imperative for the survival of top teams.  
Individual’s need to know how they are performing, and where shortfalls in their 
performance exists so that they can correct these.  This is discussed in section 
4.9.6. 
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4.9.6 Performance Management 
 
According to Grobler et al. (2002, p. 260), performance management is a broader 
term than performance appraisal, and encompasses the use of all the 
management tools, including performance appraisal, to ensure achievement of 
performance goals. 
 
They continued that in a recent study undertaken more that 60% of the 
organisations interviewed did not have a formal performance management 
system. 
 
According to Gerber et al. (1999, p. 170), performance appraisals can evaluate 
how employees carry out their work (behaviour), how well the employees have 
met the job requirements (results), or a combination of these.  
 
Swanepoel et al. (1998, p. 402) expand on this by defining performance appraisal 
as “…a formal and systematic process by means of which the job-relevant 
strengths and weaknesses of employees are identified, observed, measured, 
recorded and developed. 
 
Grobler et al. (2002, pp. 263-266) argue that performance appraisals are a key 
element in the use and development of its employees, and its objectives fall into 
two categories: 
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• Evaluative objectives: looks at past performance to determine merit increases, 
employee bonuses, etc.  Also used to make decisions around promotions and 
other job changes.  Another use is to evaluate the recruitment, selection and 
placement system; and 
 
• Developmental objectives: encompasses developing employee skills and 
motivation for future performance.  Employee motivation to improve current 
performance increases when they receive feedback that specifies goals,  
recognises strengths and weaknesses in past performances, and determines 
what direction employees should take to improve. 
 
Baird (1993, p. 331), as quoted by Gerber et al. (1999, p. 169), defines 
performance appraisal as “…the process of identifying, measuring and 
developing human performance.  Performance appraisal systems must not only 
accurately measure how well an employee is performing in a job, but they must 
also contain mechanisms for reinforcing strengths, identifying deficiencies and 
feeding such information back to employees so they can improve future 
performance”.  
 
According to Grobler et al. (2002, pp. 267-268), the following steps should be 
taken when developing a performance appraisal system: 
• Determine performance requirements; 
• Choose an appropriate appraisal method; 
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• Train supervisors; 
• Discuss methods with employees; 
• Appraise according to job standards; 
• Discuss appraisal with employees; and 
• Determine future performance goals 
 
Gerber et al. (1999, p. 171) state that the criteria against which performance is 
measured should be linked to the goals of the organisation, must be linked to the 
job, and must take employee needs into account. 
 
A crucial component in a successful graduate training programme is the 
evaluation of the trainees’ progress, as discussed below. 
 
4.9.7 Evaluation 
 
The purpose of training and development evaluation is to determine whether 
trainees actually learnt new skills, knowledge or attitudes. 
 
Swanepoel et al. (1998, p. 500) argue that the purpose of this phase is to 
determine the extent to which the training activities have met the stated 
objectives. 
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Dubois (1993, p. 223) continues that organisations invest millions each year in 
training their employees with a view to enhanced job performance and ultimate 
contribution to organisational objectives. 
 
According to Grobler et al. (2002, p. 333), effectiveness can be evaluated by 
simple processes to sophisticated strategies, and include the following: 
 
• How did participants react? 
Trainee normally completes a questionnaire about the facilities, the skill of the 
trainer, the quality of the programme content, etc.  This is highly subjective. 
 
• What did participants learn? 
Learning is often assessed by testing a trainee both before and after training.  It 
is however difficult to assess if no tests are readily available, and also difficult to 
create a test to measure behavioural skills.  
 
• How did participants’ behaviour change? 
The important question here is whether or not learning was transferred from 
training to the job. 
 
• What organisational goals were affected? 
This examines the impact of training and development on organisational goals 
of productivity, quality and job satisfaction, as well as decreased turnover, 
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accidents and grievances.  It is however often difficult to connect acquired skills 
directly to organisational goals. 
 
These strategies are supported by Swanepoel et al. (1998, pp. 500-501) who 
identify the following levels of evaluation: 
• Reaction (the participants’ feelings about the programme); 
• Learning (degree to which trainees have mastered the concepts, information 
and skills that the training intended to impart); 
• Behaviour (changes in on-the-job behaviour); and 
• Results (the impact of the training programme on the work group or 
organisation as a whole). 
 
Van Dyk et al. (1997, p. 304) identify that evaluation is an ongoing process, and 
not only done at the end of a course; the evaluation process is directed towards a 
specific goal and objectives; it requires the use of accurate and appropriate 
measuring instruments to collect information for decision-making; it is a form of 
quality control; and evaluation is not only concerned with the evaluation of 
students but with the wider training system as a whole. 
 
Grobler et al. (2002, p. 334) continue that flexibility is the key to evaluating 
training and development, and the most sophisticated strategy that is both 
relevant and economically feasible should be applied.  At the very least, 
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measurable objectives should be written during the assessment phase and 
evaluated after the training has been completed. 
 
Section 4.9.8 looks at one of the most important objectives of a graduate training 
proramme, i.e. the successful training and development of future managers. 
  
4.9.8 Successful Training and Development Programmes for Managers 
 
Grobler et al. (2002, p. 337) argue that modern facilities, expensive equipment, 
abundant staff administrators and an ample training budget will not guarantee the 
success of training and development efforts.  They continue that the success of 
management development is measured by the ability to produce a steady stream 
of competent, motivated managers who are able to meet current and future 
organisational goals. 
 
In order for this to occur, Grobler et al. (2002, pp. 337-339) are of the opinion that 
the following conditions need to be satisfied: 
 
• Performance appraisal: objective, results-orientated systems remove many of 
the obstacles in conducting a thorough, valid assessment programme; 
  
• Long-range planning: training activities must be based on future needs of 
managers and the skills required to fulfil future job responsibilities; 
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• Top management support: earn support by demonstrating how training is 
contributing to strategic and operational goals of organization; 
 
• Climates for change: organisational climate and culture has significant effect on 
performance.  Development cannot be effective if it conflicts with existing 
norms, values, beliefs and customs.  Ensure that what is learner can be 
transformed into on-the-job behaviour; and 
 
• Professional staff: training professionals must possess strong conceptual and 
technical skills.  They must be familiar with training and development activities, 
must be well-education and have the necessary experience. 
 
Based on an analysis of the earlier discussions in this chapter, the following 
model is proposed in an attempt to ensure that all interventions undertaken in 
terms of VWSA’s Graduate Training Programme contribute to the attainment of 
the desired outcomes and objectives of the programme. 
 
 
4.10 PROPOSED MODEL TO ENSURE EFFECTIVENESS OF 
GRADUATE TRAINING PROGRAMME 
 
As quoted by de Langer, (1998, p. 13), Nel (1982, p. 36) describes a model as an 
abstraction of reality in an attempt to reflect reality, whilst de Corte, Lagerweij, 
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Peters and van den Berghe (1981, p. 6) define a model as a simplified version of 
a real life phenomenon which makes it possible to make deductions. 
 
The model consists of the following steps. 
 
Step 1:  Conduct job analysis 
 
The organisation must decide which specific positions they would like to fill with 
graduate trainees.  They need to bear in mind the purpose of the Graduate 
Training Programme (i.e. the development of future leaders).  Therefore the 
specific positions selected must be conducive to the training and development of 
the individual so that a career path towards a leadership role can be established. 
A job description and job specification for each position must be documented, as 
these documents will guide the rest of the process. 
 
In order to develop the job description and job specification, a number of things 
must be considered: 
• The job title and department; 
• The job content, consisting of tasks, functions, activities, responsibilities, 
behaviour and obligations; 
• Qualifications necessary for the job, which include knowledge, skills, and 
attitude; 
• The required performance standards and how these are to be measured; 
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• Output and compensation, i.e. salaries, promotion and intrinsic job satisfaction; 
• Working conditions and any constraints; and 
• Any other relevant information (e.g. training requirements). 
 
 
Step 2:  Undertake needs analysis 
 
The specific needs for each position must be assessed.  This will serve as a 
guide to the recruitment and selection process to ensure that individuals who 
have the potential to meet these needs are targeted.  Once placement of the 
individuals into the positions has been confirmed, a comparison of gaps 
regarding competencies the individuals have as compared to what is needed can 
be done.  This will highlight the specific training interventions that need to occur. 
 
In order to conduct the needs analysis, it needs to be planned for.  In doing so, 
the following activities must take place: 
• Assess the current situation; 
• Decide future goals;   
• Analyse the gap between these.  This represents the needs and requirements;  
• Prioritise these needs; 
• Discuss ways to meet these needs with the relevant parties; and 
• Allocate resources, timing, etc. 
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Step 3:  Determine required leadership competencies 
 
The knowledge, skills and attitudes required for trainees to be successful must be 
determined.  This will also give direction to the recruitment and selection of 
applicants, as once the competencies have been defined, individuals with the 
potential to develop these competencies can be recruited.  Once again, this will 
also impact on the training and development interventions required to develop 
the necessary competencies. 
 
According to the research conducted, the following competencies are important 
and should be included. 
• Technical skills 
• Interpersonal skills 
• Personal management  
• Conceptual skills 
• Communication skills  
• Leadership skills 
• Teamwork  
• Academic skills 
• Decision making 
• Assertiveness 
• Motivational 
• Quality awareness 
- 170 - 
• Strategic thinking  
• Innovativeness 
 
 
Step 4:  Recruit graduate trainees  
 
Once jobs and tasks have been defined, and needs and competencies have 
been established, the recruitment process can begin.  The organisation should 
make use of both internal and external recruitment sources, with the focus being 
on tertiary institutions that produce students with the necessary knowledge and 
skills as identified in the above mentioned steps.   
 
The following process should be followed: 
• Making use of the job description and job specification, draw up a document 
detailing the type of person required for each position; 
• Analyse current staff to determine if anyone is available within the organisation 
to fill these positions; 
• Identify most appropriate external sources to recruit candidates from based on 
needs requirements; 
• Determine recruitment strategy; and 
• Conduct recruitment. 
 
 
- 171 - 
Step 5:  Select graduate trainees 
 
Selection processes must be aligned with the specific needs and competencies 
required.  This process consists of a number of steps, from the initial screening of 
the application form, the screening interview, testing, the final interview, and 
where applicable, medical examinations and reference checking.  It is vitally 
important that these processes are all standardized and take legal parameters in 
terms of discrimination into account.  
 
The following stages should be considered: 
• Analyse the application form to obtain training, experience, educational 
background and personal characteristics of the applicant.  Determine short list 
of candidates that you would like to interview; 
• Conduct the interview to learn more about the applicant’s background, 
experience and interests, and form an impression of the applicant’s personality, 
values and attitudes.  Allow the applicant the opportunity to ask questions about 
the job or organization; 
• Decide on and administer the testing process.  Can include performance tests, 
aptitude tests, interest tests, personality tests; 
• If necessary, do a reference check to verify information on the application form 
only, such as dates of service and job functions; and  
• Where appropriate, conduct a medical examination. 
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Step 6:  Administer assessment centres 
 
These should be used as part of the selection process and completed once a 
short list has been identified in step 5.  They provide valuable insight into 
managerial potential, and far more in-depth information can be gathered than is 
possible in an interview. 
 
Using a standardized evaluation of behaviour, consider the following activites: 
• In-basket exercises; 
• Paper and pencil ability tests; 
• Leaderless group discussions; 
• Simulations; and 
• Personality questionnaires.   
 
 
Step 7:  Compile competency-based training and assessment 
documentation  
 
Based on the competencies identified in step 3, as well as competencies 
determined by the job description and job specification, specified competency-
based documents must be compiled in terms of training requirements.  The 
criteria against which these competencies will be assessed must also be laid 
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down.  This step is important to ensure that all training undertaken is purposeful 
and directed towards a specific need. 
 
The following should be considered: 
• Complete an in-depth analysis of the characteristics of the learners, including 
their entry-level competencies and the work climate or environment; 
• Confirm and organise the competencies to be included in the learning 
intervention.  Identify the subordinate competencies for each critical 
competency.  Sequence the competencies in the order in which they are to be 
acquired; 
• Elaborate the competencies as learner performance objectives.  Design 
assessment items or activities to evaluate the learner’s performance following 
instruction; 
• Base the competencies on specific, precisely stated outcomes of learning which 
describe exactly what will be required of the learner on completion of the 
programme; 
• Carefully design the programmes to ensure student-centred learning activities 
which allows the learners to stop, slow down, speed up or repeat any part of the 
programme;   
• Brief the client or client group; 
• Pilot test the performance improvement intervention.  Make revisions as 
indicated by the formative evaluation results.  Implement the programme or 
intervention;  
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• Provide periodic feedback on progress throughout the learning process; and 
• Ensure that each learner is provided with enough time to fully master one 
competency at a high level of proficiency before receiving credit and moving on 
to the next. 
 
 
Step 8:  Identify previously acquired competencies 
 
Competencies that the trainees are already in possession of must be identified to 
avoid wasted training.  If the individual already possesses the particular 
competency that the training aims to develop, he/she must be given credit for that 
competency. 
 
To facilitate this part of the process, allow individuals to prove competency in 
various areas by pre-determined tests.  Only if all the requirements are met, can 
they be considered competent. 
 
 
Step 9:  Observe principles of adult learning 
 
At all stages of the training, the principles of adult learning must be observed and 
respected.  Adults learn very differently from children, and this must be taken into 
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account when designing and presenting training courses if they are to achieve 
maximum benefit. 
 
The following principles should be observed: 
• Allow the trainees to plan their own learning projects and to adopt a self-
directed approach to learning; 
• Make them aware of how the newly acquired knowledge will supplement their 
existing knowledge and what benefits they can derive from it; 
• Ensure that the lecture material is meaningful to the learners and relates to their 
objectives and work situation; and 
• Present subject matter as problems that have to be investigated and solved as 
opposed to learnt. 
 
 
Step 10:  Manage trainee expectations 
 
New employees, especially graduates with no prior work experience, enter the 
workplace with a host of expectations.  Many of these are unrealistic.  It is vital 
that these are addressed to ensure the trainees remain motivated.  Induction 
programmes can assist with helping to create realistic employee expectations.   
 
Use a well-planned a thorough induction to assist to create realistic expectations 
by: 
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• Educating the trainees on exactly what the organisation expects of them; and 
• Educating the trainees on what they can expect from the organisation; 
 
 
Step 11:  Determine work assignments 
 
It has been identified that work assignments contribute to both learning and 
motivation.  These need to be determined and set by the line manager to ensure 
that they are meaningful and structured according to job needs. 
 
Consider the following when setting up the assignments: 
• Make use of everyday job challenges; 
• Ensure that the assignments are challenging and stimulating; and 
• Allow learners to work on real problems and dilemmas.  
 
 
Step 12:  Determine training approaches to be utilized 
 
(a) Induction 
 
This is the first step in training.  Induction must be thorough and well structured to 
ensure the trainees receive all pertinent information from day 1, and feel like 
members of the organisation. 
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An induction programme should included the following: 
• An overview of the organisation in terms of products, history, etc, as well as its 
physical layout; 
• The organisation’s policies and procedures; 
• Compensation and benefits; 
• Safety information; 
• Department functions; 
• Job duties; 
• Policies and procedures unique to the department; 
• Department tour; and 
• Introduction to departmental employees. 
 
(b) Training programme design 
 
A decision must be taken whether the organisation will write their own training 
material, buy existing material, or make use of external consultants to run the 
programmes for them.  Cost vs benefit must be carefully weighed up, as well as 
the availability of specific skills within the company. 
 
When designing the programme: 
• Group similar learning needs together; 
• Decide which of these groupings will be linked together to form the goals or 
outcomes of the training programme; and 
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• Break down the learning needs into learning objectives (the specific things 
which the learners must know or be able to do on the completion of the 
programme). 
 
(c) Training delivery 
 
Depending on the specific needs and competencies required, a variety of training 
approaches exist.  As appropriate to the specific competencies that need to be 
developed, a combination of both on-the-job and off-the-job training should be 
made use of, as well as computer training methods where applicable. 
 
The most frequently identified off-the-job training interventions are listed below: 
• Sensitivity training 
• Team building 
• Behaviour-modelling 
• Case study 
• Simulation methods 
• Business games 
• Role-play 
• In-basket training 
• Management games 
• Conference method 
• Programmed instruction 
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• Computer-assisted instruction 
• Lectures 
• Distance Learning 
 
The most frequently identified on-the-job training interventions are listed below: 
• Coaching 
• Committee assignments 
• Job rotation 
• Understudy assignments 
• Job instruction 
 
(d) Mentoring/coaching 
 
New recruits can benefit enormously by the wealth of expertise gathered by more 
senior managers.  Mentoring and coaching have proven to be very successful 
tools for developing managerial competencies. 
 
In order to be an effective mentor/coach, consider the following: 
• Show concern for each individual’s development; 
• Help the person identify skill deficiencies; 
• Provide helpful career advice; 
• Encourage attendance at relevant training courses; 
• Provide opportunities for skill development on the job; 
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• Encourage coaching by peers; 
• Promote the person’s reputation; 
• Serve as a role model; 
• Help the person analyze his or her performance; 
• Encourage and guide efforts to improve performance; 
• Provide support and encouragement; and 
• Hold practice sessions under realistic conditions. 
 
(e) Performance management 
 
It is essential that the performance of graduate trainees is measured and 
managed on a regular basis.  Whilst they are undergoing a steep process of 
learning and development, it is advisable to measure their performance against 
the knowledge, skills and attitudes required on a monthly basis.  This allows for 
regular feedback regarding performance which serves as both a motivator, as 
well as the opportunity to correct any deviations quickly and efficiently. 
 
When conducting performance management, pay attention to the following 
requirements: 
• Determine performance requirements; 
• Choose an appropriate appraisal method; 
• Train supervisors; 
• Discuss methods with employees; 
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• Appraise according to job standards; 
• Discuss appraisal with employees; and 
• Determine future performance goals. 
 
 
Step 13:  Evaluate trainees 
 
Evaluation must take place at all points of the above-mentioned process.  
Evaluation allows for the measurement of effectiveness of the process at all 
levels, so that timeous adjustments can be made. 
 
The following should be considered when conducting an evaluation of a training 
intervention: 
• Reaction (the participants’ feelings about the programme); 
• Learning (degree to which trainees have mastered the concepts, information 
and skills that the training intended to impart); 
• Behaviour (changes in on-the-job behaviour); and 
• Results (the impact of the training programme on the work group or 
organisation as a whole). 
 
Figure 4.1 is a diagrammatic representation of the process as identified in 4.10 
above. 
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Figure 4.1 
Diagramatic Representation of Process 
 
Step 1: 
             
Conduct Job Analysis
-Job description
-Job specification
Step 2:
Undertake Needs 
Analysis
Step 3:
Determine Required 
Leadership 
Competencies
Step 4:
Recruit Graduate 
Trainees
-Internal Sources
-External Sources
Step 5:
Select Graduate 
Trainees
Step 6:
Administer 
Assessment Centres
Step 12:
Determine Training 
Approaches to be 
Utilised
-Induction
-Training Programme 
Design
-Training Delivery
-Mentoring/Coaching
-Performance 
Management
Step 11:
Determine Work 
Assignmnets
Step10:
Manage Trainee 
Expectations
Step 7:
Complete 
Competency-Based 
Training and 
Assessment 
Documentation
 Step 9:
Observe Principles of 
Adult Learning
Step 8:
Identify Previously 
Acquired Competencies
Step 
13:
E
V
A
L
U
A
T
I
O
N
 
  
- 183 - 
4.11 CONCLUSION 
 
Organisations are recognizing the fact that to be world class and to compete in 
global markets, they need world class employees or risk losing their competitive 
edge. 
 
Coupled with this is the implementation of new acts, including the Labour 
Relations Act, No 66 of 1995, the Basic Conditions of Employment Act, No 75 of 
1997, and the Employment Equity Act No 55 of 1998, which place demands on 
employers in terms of their equity ratios within their organisations. 
 
Many organisations have implemented Graduate Training Programmes as one 
method of meeting these new challenges they are now facing. 
 
In order to meet these challenges, high potential graduates are recruited directly 
from tertiary educational institutions.  The aim is to absorb them into the 
organisation and train and develop them to occupy leadership positions in the 
future. 
 
The challenge however, is to ensure that the correct people with the correct 
qualifications are recruited and placed in key positions from the outset, or the 
potential benefits of these programmes will be eroded. 
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It is imperative that a Graduate Training Programme is strategically linked to the 
overall objectives of the organisation.  It must be well planned, structured and 
focused to ensure a ready supply of well educated and well trained individuals in 
key positions where there have historically been a lack of required skills. 
 
The first step in implementing a Graduate Training Programme is to identify the 
actual jobs that the graduate trainees will fill.  Once this has been done and the 
nature of these jobs analyzed, a job description and job specification for each can 
be compiled.  This will serve as the starting point for the programme, as it will 
give direction to both recruitment and selection – in terms of required 
qualifications and knowledge/skills/attitude base – as well as to the training 
interventions required to ensure that the candidates develop the necessary 
knowledge, skills and attitudes to perform effectively in these roles. 
 
The needs analysis ensures that objectives for training are clearly formulated, so 
that time and money (being valuable resources of any organisation) are not 
wasted, and that all interventions are conducted meaningfully and purposefully. 
 
Another important step in the process is the identification of the specific 
leadership competencies that are important for an organisation to function 
effectively and efficiently.  This will once again give direction to the recruitment 
and selection processes, as well as contribute to the identification of specific 
training needs. 
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Both internal and external recruitment sources should be utilized, educational 
institutions which offer qualifications to meet future needs sourced, and the 
widest possible pool of potential applicants created.   
 
Selection must be structured, and must include a variety of assessments.  As the 
interview process cannot highlight many of the potential competencies required in 
graduate trainees, it is important to make use of alternative methods, including 
assessment centres. 
 
Competency-based interventions should be utilized, as this ensures that  
outcomes or objectives are taken into consideration when designing and 
presenting training interventions, giving meaning and purpose to all training.  
These stated competencies allows for the measurement of training effectiveness. 
 
Various considerations need to be taken into account, for example, prior learning 
that the trainees may have had resulting in them already having the stated 
competencies, as well as recognition of the fact that adults learn differently to 
children.  For training and development to be effective, these differences must be 
taken into account.  If expectations of trainees are not managed in terms of what 
is realistic and what is not, the organisation runs the risk of demotivated 
employees who they will not be able to retain.  Work assignments are a powerful 
tool to develop knowledge and skills, and give meaning to the work that the 
trainees are doing. 
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It is essential that the trainees are properly inducted, as this process aids in 
making them feel part of the organisation from day one.  All important issues are 
clarified during this process.  When deciding on the programme design and the 
specific methods of programme delivery, the outcomes and objectives of the 
programme must be borne in mind and be central to these processes at all times. 
 
Research has proven that mentoring is a powerful tool for developing 
management competencies, and effective performance management will help 
ensure that competencies in terms of knowledge, skills and attitudes develop 
according to the requirements. 
 
Evaluation needs to occur at all stages of the above-mentioned processes, so 
that any deviations from the plans can be addressed, as well as adjustments 
made where necessary. 
 
In terms of Volkswagen of South Africa’s Graduate Training Programme, it 
appears that the actual training delivery is effective, as competencies in terms 
knowledge, skill and attitude are identified and the graduate trainees are 
measured against these on a monthly basis.  There is however, a lack of both job 
and needs analysis in certain areas, and the job descriptions and job 
specifications for the positions are not made available to the individual 
responsible for graduate recruitment.  Use is made of both internal and external 
recruitment sources, and roughly ten educational institutions are approached 
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inviting applications.  The selection process is thorough and structured, and use 
is made of a multitude of tests and assessments.  Prior learning and the 
principles of adult learning are taken into account, and work assignments are set 
for the trainees.  The induction process could be more detailed, and more 
formalized, thereby helping to manage expectations more effectively. 
 
VWSA makes use of mainly external consultants to develop and present training 
and development, ensuring a variety of interventions.  These are however, often 
more “classroom” based, and a greater variety of interventions should be 
considered.  Some of the facilitators require the submission of on-the-job projects 
to prove competency, but this should be made compulsory for all courses 
presented to ensure the achievement of stated outcomes.       
 
Evaluation does take place at the end of the year and adjustments are made 
accordingly.  The evaluations should however, take place continuously so that 
adjustments can be more timeous. 
 
In conclusion, VWSA’s Graduate Training Programme does currently meet many 
of the objectives in terms of the model proposed, but there are certain areas 
where improvements can be made to ensure that the interventions are even 
more effective. 
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In the following chapter, the research methodology and the results thereof will be 
discussed. 
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CHAPTER 5 
 
RESEARCH METHODOLOGY FOR THE EMPIRICAL STUDY AND 
RESULTS 
 
5.1 INTRODUCTION 
 
The research design adopted in this study consisted of identifying the main 
problem and breaking it down into three sub-problems.  In order to solve the main 
problem of this study, namely: 
 
The extent to which VWSA’s current graduate training programme is 
effective in achieving programme outcomes in order to facilitate the 
development of a model 
 
it was necessary to first solve the three sub-problems: 
 
Firstly, what approach is currently used by VWSA to recruit, select and train 
graduate trainees?; 
 
Secondly, what does the literature reveal with regards to strategies for effectively 
training new recruits and the development of leadership competencies?; and 
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Thirdly, to what extent do existing training interventions compare to theoretical 
models used to train new employees and develop leadership competencies? 
 
The first sub-problem was solved in Chapters Two and Three.  In Chapter Two, 
the recruitment and selection methods and processes currently used by VWSA in 
terms of their Graduate Training Programme were analysed.  In Chapter Three 
an analysis was made of the training interventions currently surrounding VWSA’s 
Graduate Training Proramme. 
 
The second sub-problem was addressed in Chapter Four.  Here the focus was 
on what the current literature revealed in terms of leadership competencies, as 
well as various training and development interventions and strategies to develop 
these competencies.   
 
The solution of the third sub-problem required that the current training and 
development process used by VWSA in terms of their Graduate Training 
Programme be broken down into specific elements to determine whether these 
were in alignment with what the literature revealed, and also whether or not they 
met organisational requirements.  In order to do this, it was necessary to follow a 
two-step process: 
• Identify and categorise the knowledge, skills and attitudes that the Graduate 
Training Programme aims to develop, as well as identify the components of the 
current training Programme; and 
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• Formulate the data gathered above to develop two separate questionnaires, 
one for mentors and coaches, and the other for past and current graduate 
trainees for the empirical study.  The responses to each will be compared to 
identify if perceptions differ between these two levels.  These results will then 
be looked at against what the literature reveals in terms of these aspects. 
 
The purpose of this chapter is to describe the research methodology which was 
used in the study and to discuss the results. 
 
 
5.2 RESEARCH METHODOLOGY 
 
According to Leedy (1985, p. 168) there are two basic principles of research: 
 
• The purpose of research is to seek the answers to a problem in the light of the 
facts that relate to that problem; and 
 
• Although the facts relative to the problem must be assembled for study and 
inspection, the extraction of meaning from the accumulated data is all 
important. 
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Kerlinger (1986, p. 10) adds that scientific research is “systematic, controlled, 
empirical and a critical investigation of natural phenomena guided by theory and 
hypotheses about the presumed relations among such phenomena”.  
 
Leedy (1997, p. 3) supports the above discussion by defining research as the 
systematic process of collecting and analyzing information (data) in order to 
increase our understanding of the phenomenon with which we are concerned or 
interested.  Salkind (2000, p. 3) defines research simply as the process through 
which new knowledge is discovered.  However, he augments this definition by 
stating that high-quality research is characterized by numerous different 
attributes, many of which tend to be related to one another and to overlap.  In his 
opinion, research 
• is based on the work of others; 
• can be replicated; 
• is generalisable to other settings; 
• is based on some logical rationale and tied to theory; 
• is doable; 
• generates new questions or is cyclical in nature; 
• is incremental; and 
• is an apolitical activity that should be undertaken for the betterment of society. 
 
Leedy (1985, p. 90) describes the descriptive or normative survey, utilizing a 
questionnaire such as was used in this study, as being appropriate for data that 
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is derived from observational situations and which may lie deep in the minds or 
within the attitudes or reactions of subjects. 
    
 
5.3 CONDUCTING THE EMPIRICAL STUDY 
 
The empirical study was conducted by means of a survey questionnaire sent out 
on VWSA’s internal e-mail system.  This questionnaire served as the measuring 
instrument. 
 
5.3.1 The Research Population 
 
De Vos, Strydom, Fouche and Delport (2002, pp. 198 – 199) define a population 
as “a set of entities in which all the measurements of interest to the researcher 
are represented, or alternatively, the total set from which the individuals of units 
of the study are chosen.”   
 
In this study all employees of VWSA who have served as either mentors or 
coaches to at least one graduate trainee on Volkswagen of South Africa’s 
Graduate Training Programmes since January 2001, and all employees who are 
currently or have been graduate trainees on graduate programmes were included 
in the empirical study.  The population of mentors, coaches and graduate 
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trainees was obtained from the data base of the co-ordinator who is responsible 
for the Graduate Training Programme within VWSA. 
 
The total population consisted of 71 mentors and coaches, and 83 graduate 
trainees.  The response rate varied according to division – the response was 
poor from the production areas owing to the fact that the organisation was in the 
process of preparing for their annual shutdown period and was therefore under 
extreme time pressure to produce the required number of vehicles before this 
date.  In addition to this, a number of potential respondents went on shutdown 
earlier than the official dates due to an accumulation of leave, and still more of 
the potential respondents were out of plant on business at one of Volkswagen’s 
international plants and therefore did not respond by due date. 
 
A total of 154 questionnaires were sent out on the company’s internal mailing 
system.  Respondents were identified by name, telephone extension and e-mail 
address.  
 
5.3.2 The Development of the Questionnaire 
 
Saunders, Lewis and Thornhill (2000, p. 279) make the important point that many 
researchers use a questionnaire to collect data without considering other 
methods such as examination of secondary sources, observation and semi-
structured or in-depth interviews.  They suggest that all possible data collection 
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methods should be evaluated and the method most appropriate to the research 
question and the achievement of the research objectives should be selected.  
Questionnaires are inappropriate for exploratory and other research that requires 
large numbers of open-ended questions.  They are most suitable when 
standardized questions are used and the researcher is confident that all 
respondents will interpret these questions in the same way. 
  
Leedy’s (1985, p. 142 – 148) practical guidelines were used in the development 
of the questionnaire.  A summary of these guidelines under the headings of 
question construction, questionnaire format, pilot study and covering letter will 
follow. 
 
5.3.2.1 Question Construction 
 
Leedy (1997, pp. 191-194), Salkind (2000, pp. 137-140) and Saunders et al. 
(2000, p. 282) offer practical guidelines that govern the use of the questionnaires 
as a tool in survey research.  These guidelines are summarized as follows: 
• The language must be unmistakably clear.  What may be a meaningful question 
to the researcher may be meaningless jargon to the individual attempting to 
complete the questionnaire.  Every attempt must be made to ensure that the 
questions are not ambiguous.  For this reason a pilot study should be 
conducted; 
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• The questionnaire should be well formatted, clearly and neatly typed with 
adequate margins.  The items in the questionnaire should be presented in an 
attractive, professional and easy to understand format.  The questionnaire 
should be as brief as possible (a maximum of 6 – 6 A4 size pages) and should 
solicit only those data essential to the research project.  Each item on the 
questionnaire should be tested against the following two criteria: 
(a) What do I intend to do with the information I am soliciting? 
(b) Is it absolutely essential to have this information to solve any part of the 
research endeavour?; and 
 
• The questions should be objective and ordered from easy to specific and 
transitions are used from one topic to the next.  Finally, clear and specific 
directions as to how the questionnaire should be completed and returned to the 
researcher must be given. 
 
It is courteous to offer to send respondents a summary of the study should they 
wish to receive copies of the summary.  Finally, even before constructing the 
questionnaire, the researcher must know precisely how the data will be 
processed after the results are achieved; for example should the researcher want 
to computerize the data, the questionnaire would be structured quite differently 
than if the data were to be handled in more conventional ways. 
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The construction of the questions is determined by a number of factors such as 
content, format, wording and order (Leedy: 1985, p. 143). 
   
Question Content: 
 
Factual questions were used in the general information section of the 
questionnaire to determine personal and divisional information.  Thereafter, 
statements were made on mentoring, competencies, knowledge, skill, attitude 
and the content of the current training programme, in order that the degree to 
which the respondents agreed or disagreed with these statements could be 
assessed.  The last section was a question allowing the respondents to suggest 
changes to the current programme. 
 
Question Format: 
 
According to Behr (1983, p. 156) questions may be asked in a structured or an 
open form.  The structured form allows the respondents a limited number of 
responses and the unstructured form allows the respondent to give his own 
answer. 
 
For the purpose of this study the researcher used mainly structured questions to 
simplify the communication of information.  Scaled type of structured questions 
was also used. 
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Question Wording: 
 
Labovitz and Hagedorn (1976, p. 73) write that a questionnaire should be 
constructed around a set of items closely related to and reflecting upon the actual 
item under study.  In this study the competencies in terms of knowledge, skill and 
attitude as identified in Chapter Four were used as the base, coupled with the 
competencies, knowledge, skills and attitudes recognized by VWSA as being 
important for a graduate trainee to perform successfully within the organisation.  
The current training and development interventions to which the graduate 
trainees are exposed was also identified and posed for comment.  
 
5.3.2.2 Questionnaire Format 
 
The survey questionnaires used in this study are shown in Annexures 1 and 2.  
Each questionnaire contained 8 sections.  Section A provided general data 
regarding the respondent’s division, position, length of service, biographical and 
educational information, as well as mentoring/coaching/trainee information. 
 
Section B contained statements regarding the current mentoring process within 
VWSA, including opinions relating to the value placed on the graduate trainees 
within the organisation, and the support the graduate trainees enjoy on 
completion of the programme. 
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Section C posed statements around the competencies that graduate trainees 
require to be successful in their divisions; Section D covered the knowledge 
elements required of graduate trainees when entering their divisions, Section E 
the skills required of graduate trainees, and Section F the attitudinal dimensions 
required for graduate trainees to be successful in their divisions. 
 
Section G posed statements regarding the degree to which the current training 
and development programmes the graduate trainees are exposed to contribute to 
the overall success of the programme. 
 
Section H allowed for any suggestions regarding changes that the respondents 
felt should be made to the current graduate training programme.  
 
5.3.3 Pilot Study 
 
According to Leedy (1985, p. 143), all questionnaires should be pre-tested on a 
small population to test whether there are any items that the respondents may 
have difficulty understanding.  Schuitema (1998. p. 87) adds that once the draft 
questionnaire has been pre-tested, it may be necessary to refine it. 
 
Saunders et al. (2000, pp. 305-307) support the above by stressing the 
importance of conducting a pilot study prior to using the questionnaire to collect 
data.  They indicate that the purpose of the pilot study is to refine the 
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questionnaire so that the respondents will have no problems in answering the 
questions and the researcher will have no problems recording the data.  By 
making use of the pilot study the researcher will be able to obtain some 
assessment of the validity of the questions as well as the likely reliability of the 
data that will be collected.     
 
Bell (1999) in Saunders et al. (2000, p. 306) suggests a framework to test the 
questionnaire used in the pilot study.  Using these guidelines, specific feedback 
can be sought to establish the following: 
• how long it took to complete the questionnaire; 
• the clarity of instructions; 
• which question(s), if any, were unclear or ambiguous; 
• which question(s), if any, the respondents felt uneasy about answering; 
• whether, in their opinion, there were any major topic omissions; and 
• whether the layout was clear and attractive. 
 
The questionnaire was subjected to a pilot study for the above mentioned 
reasons.  Appointments were made with ten employees within VWSA (a 
combination of managers/supervisors, and trainees).  The objectives of the pilot 
study were explained to the employees who were requested to complete the 
questionnaire. 
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No problems were encountered by the employees in completing the 
questionnaire in the pilot study.  There was therefore not a need to make any 
amendments to the questionnaire.   
 
5.3.4 Questionnaire Covering Letter 
 
Most self-administered questionnaires are accompanied by a covering letter that 
explains the purpose of the survey (see Annexure 3).  It is the first part of the 
questionnaire that the respondent will look at. 
 
In order to ensure a high and accurate response rate, the covering letter 
(Annexure 3) was formulated according to the following principles: 
 
• The first questionnaire was directed to specific individuals who had performed 
the role of a mentor or coach for VWSA’s Graduate Training Programme, and 
were still in the employ of the organisation.  These individuals were invited to 
participate and assist in the research survey; 
• The second questionnaire was directed towards previous and current VWSA 
graduate trainees, who were still in the employ of the organisation.  These 
individuals were invited to participate and assist in the research survey; 
 
• The aim of the research project and benefits were briefly explained; 
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• The expected time that it would take the participants to complete the 
questionnaire was laid down; 
 
• A specific return date was specified; 
 
• Responses were requested via fax or e-mail, and details thereof were provided; 
and 
 
• The cover letter and questionnaires were sent out through VWSA’s internal mail 
system. 
 
5.3.5 Reliability and Validity of the Measuring Instrument 
 
Salkind (2000, p.106) argues that the reliability and validity of a measuring 
instrument are essential, since the absence of these qualities could explain why 
researchers act incorrectly in accepting or rejecting their research hypotheses.  
He further reasons that reliability and validity are the researcher’s first line of 
defence against spurious and incorrect conclusions – if these instruments fail, 
then everything else down the line fails as well. 
 
Reliability 
 
Salkind (2000, p. 106) maintains that a measuring instrument is reliable when a 
test measures the same thing more than once under comparable conditions, and 
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results in the same outcome each time.  Leedy (1997, p. 35) and Riley, Wood, 
Clarke, Wilke and Szivas (2000, p. 126) describe reliability in terms of whether 
the measuring instrument (in this case the research project, the questionnaire) 
consistently measures what it is intended to measure. 
 
Both Huysamen (1975, p. 406) and Singleton, Straits and Straits (1993, p. 121) 
agree that the reliability of the instrument may be improved through conducting 
exploratory studies in the area of interest or by conducting pre-tests on a sample 
of persons similar in characteristics to the target group.  In the case of this 
research study, this was achieved by using a pilot study (see section 5.3.3). 
 
Validity 
 
Salkind (2000, pp. 112-113) describes validity in terms of the research instrument 
simply as “does the instrument that the researcher is using actually measure 
what he/she needed to have measured.”  Leedy (1997, p. 32) supports Salkind’s 
(2000, pp. 112-113) description of validity but adds that researchers should also 
establish how well, how comprehensively and how accurately the instrument will 
measure what they want to measure. 
 
Huysamen (1975, p. 415), Leedy (1997, pp. 33-34), McBurney (1994, pp. 119-
124) and Salkind (2000, pp. 113-116) describe various forms of validity that can 
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be used to establish the trustworthiness of results from an assessment tool.  
These forms of validity are summarized briefly below: 
 
• Content validity refers to the accuracy with which an instrument measures the 
factors or situations under study.  Simply stated, content validity is concerned 
with how accurately the questions asked tend to elicit the information sought; 
 
• Face validity involves asking two questions that researchers must answer in 
accordance with their best judgement: 
(a) Is the instrument measuring what it is supposed to measure?; and 
(b) Is the sample being measured representative of the behaviour or trait 
being measured? 
 
McBurney (1994, p. 123) makes the important point that face validity is more 
a problem of public relations than of true validity.  He argues that a test may 
have a high or low degree of validity regardless of its face validity. 
 
• Criterion validity is concerned with how well a research instrument either 
estimates present performance (concurrent validity) or how well it predicts 
future performance (predictive validity).  The validity is determined by relating a 
performance measure to another measure (a criterion) that may be used as a 
standard against which results are measured. 
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• Construct validity refers to the degree to which the questionnaire measures the 
construct being measured – in the case of this study, VWSA’s graduate training 
programme. 
 
• Internal validity refers to the extent to which researchers form conclusions on 
the data obtained without influencing the data in terms of their personal bias. 
 
• External validity refers to the extent to which the conclusions made from the 
research can be generalized to the broader population, different subjects, 
settings, times and so forth and not merely the sample studied. 
 
Kemp (1997, p. 197) reasons that the three types of validity that particularly need 
to be considered in the use of a questionnaire are content validity, construct 
validity and face validity.  He further suggests that the evaluation of the validity of 
a questionnaire can be ensured by proper advanced planning of the 
questionnaire.  He maintains that the evaluation of the validity of a questionnaire 
can be achieved by “a logical examination of the items to determine if they 
adequately represent the subject being investigated, if they relate to the construct 
being tested and if they appear, at face value, to be suitable” (Kemp, 1997, p. 
197). 
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Great care was taken in the development of the questionnaire to evaluate the 
content, construct and face validity of the questionnaire by subjecting the 
questionnaire to a pilot study (Refer to Section 5.3.3). 
 
 
5.4 RESPONSE RATE 
 
The Mentor/Coach questionnaire was sent out to 71 individuals who had 
previously played the role of mentor or coach, or were currently playing the role 
of mentor or coach to at least one graduate trainee.  15 responses were received 
by the expiration of the deadline.  On an investigation into the response rate, four 
of the mentors/coaches were performing the role for the first time, and did not 
feel that they were in the position to give detailed feedback.  A further five were 
out of the country on VWSA business, seven had already gone on shutdown, and 
a further ten felt that they did not have the capacity to answer the questionnaire 
due to time constraints so close to shutdown. 
 
The Graduate Trainee questionnaire was sent out to 83 current and past 
Graduate Trainees.  24 responses were received by the expiration of the 
deadline.  On an investigation into the response rate, it transpired that five of the 
individuals whose names still appeared in the e-mail directory, were no longer 
with the organisation.  A further four were out of the country, and eight had 
already left on shutdown leave.  As the company was in the process of gearing 
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up for shutdown, many of the individuals did not feel that they had spare capacity 
to respond to the questionnaire.   
 
A total of 39 questionnaires were therefore received of the 154 sent out.  Seven 
additional questionnaires were received from both mentors/coaches and 
graduate trainees after the deadline date, but were not included in the final data. 
 
Saunders et al. (2000, pp. 158 – 159) suggest that although it is difficult for the 
researcher to estimate a likely response rate from a sample that has been sent 
questionnaires, one way of making this estimate is to consider the response rate 
achieved for similar surveys and base the estimate on that response.  Saunders 
et al. (2000, p. 158) believe that a response rate of approximately 30.0 percent 
for postal surveys is reasonable.  The response rate in this survey of 25.32% was 
slightly below the rate suggested by Saunders et al. (2000, p. 158), however due 
to factors such as the impending shutdown at the plant and the additional time 
and focus pressures that this put on the employees, it was accepted.  
 
This concludes the section on the methodology used in the research study.  The 
response data will be analysed and interpreted in the next section. 
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5.5 ANALYSIS AND INTERPRETATION OF THE EMPIRICAL 
DATA 
 
5.5.1 Introduction 
 
The research findings are organized and presented in tabular form according to 
the sequence contained in the questionnaires.  A brief discussion of the data is 
offered immediately following the respective tables.     
 
5.5.2 Analysis and Interpretation of the General Information 
 
Section A consisted of questions focused around general information of the 
respondents.  It looked at the division within which the respondent currently 
worked, the position that they held and the number of years that they have held 
this position.  It also posed biological questions, e.g. their gender, age group and 
highest qualification.  Lastly, they were asked to respond to questions on 
mentoring.  This information is represented in Tables 5.1 to 5.11 following.  
Where applicable, the responses received from both mentors/coaches and 
graduate trainees are reflected on the same table so that direct comparisons can 
be made.  The sum of the responses for Tables 5.1 to 5.11 was expressed as a 
percentage of the total number of responses received for all of the categories for 
that particular table combined. 
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Table 5.1 
Mentor/coach and graduate trainee response rate to questionnaire as per 
division 
 
Responses: Division 
Mentors/ 
Coaches 
Graduate 
Trainees 
Total % 
Quality Assurance 2 6 8 20.51 
Logistics 1 0 1 02.56 
Information 
Services 
1 0 1 02.56 
Internal Audit 1 1 2 05.13 
Marketing 3 4 7 17.95 
HR 1 1 2 05.13 
Product  
Engineering 
1 2 3 07.69 
Industrial 
Engineering 
1 1 2 05.13 
Production 3 4 7 17.95 
Service Technical 1 3 4 10.26 
Finance 1  2  2 05.13 
Total 15 24 39 100 
 
Table 5.1 indicates the number of responses received as per division from both 
mentors/coaches and graduate trainees.  This table shows that the largest 
number of overall responses was received from the Quality division with their 
responses comprising 20.51% of the total received, followed by the Production 
and Marketing areas, each with 17.95% of the total responses.   The Logistics 
and Information Services areas offered the lowest number of responses, each 
only contributing 2.56% of the total responses received. 
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Table 5.2 
Mentor/coach and graduate trainee response to current positions within 
VWSA 
 
Position Mentors/Coaches Graduate 
Trainees 
Total % 
Supervisor 6 1 7 17.95 
Manager 6 0 6 15.38 
Division Head 1 0 1 02.56 
Financial Controller 1 0 1 02.56 
Engineer 1 10 11 28.21 
Consultant 0 1 1 02.56 
Auditor 0 1 1 02.56 
Specialist 0 2 2 05.13 
Co-ordinator 0 2 2 05.13 
Analyst 0 1 1 02.56 
Trainee 0 6 6 15.38 
Total 15 24 39 100 
 
Table 5.2 shows the responses received from both mentors and coaches as per 
current position occupied within VWSA.  The greatest number of overall 
responses, 28.21% of the total returned questionnaires, was received from 
engineers, the bulk of these being received from graduate trainees.  The greatest 
number of responses from mentors/coaches was received from an equal 
combination of managers (15.38%) and supervisors (17.95%).  15.38% of 
returned questionnaires were from current trainees. 
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Table 5.3 
Mentor/coach and graduate trainee response to length of service in current 
position 
 
Years Mentors/ 
Coaches 
Graduate 
Trainees 
Total % 
0 – 5 8 24 32 82.05 
6 – 10 4 0 4 10.26 
More than 10 3 0 3 07.69 
Total 15 24 39 100 
 
Table 5.3 indicates the number of years of service that the mentors/coaches and 
graduate trainees have occupied their current positions as expressed in Table 
5.2.  The majority of both mentors/coaches as well as graduate trainees have 
been in their current positions for less than five years, representing 82.05% of the 
total responses received.  10.26% of the responses fall into the six to ten year 
category, with the remaining 7.69% representing the over 10 year category (this 
category is comprised of mentors/coaches only, as the questionnaire was only 
extended to graduate trainees who joined the organisation since the introduction 
of the Graduate Training Programme in 2001). 
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Table 5.4 
Mentor/coach and graduate trainee response as per gender 
 
Gender Mentors/Coaches Graduate 
Trainees 
Total % 
Male  14 13 27 69.23 
Female 1 11 12 30.77 
Total 15 24 39 100 
 
The male to female response ratio is indicated in Table 5.4.  The greatest 
number of respondents was male, representing a total of 69.23% of the total 
questionnaires returned.  30.77% of the respondents were female.  
 
Table 5.5 
Mentor/coach and graduate trainee response as per age grouping 
 
Age Mentors/Coaches Graduate 
Trainees 
Total % 
21 – 30 0 24 24 61.54 
31 – 40 8 0 8 20.51 
41 – 50 4 0 4 10.27 
51 – 60 3 0 3 07.69 
Over 60 0 0 0 00.00 
Total 15 24 39 100 
 
Table 5.5 represents the age groupings into which the respondents fell.  All of the 
graduate trainee respondents fell into the 21 – 30 age group, representing 
61.54% of the total responses received.  No mentors/coaches fell within this age 
group.  The majority of mentors/coaches who responded to the questionnaire fell 
within the 31 – 40 age group, representing 20.51% of the responses received in 
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total, however forming 53.33% of responses received from mentors/coaches 
alone.  None of the respondents fell into the over 60 category. 
 
 
Table 5.6 
Mentor/coach and graduate trainee response to individual qualifications 
 
Qualification Mentors/ 
Coaches 
Graduate 
Trainees 
Total % 
Matric 0 0 0 00.00 
Certificate 1 0 1 02.56 
Diploma 2 10 12 30.76 
Higher Diploma 3 2 5 12.82 
Degree 2 6 8 20.51 
Honours/B.Tech Degree 4 6 10 25.64 
Masters Degree 3 0 3 07.69 
Doctorate 0 0 0 00.00 
Other 0 0 0 00.00 
Total 15 24 39 100 
 
Table 5.6 indicates the qualifications of each of the respondents.  Whilst the 
majority of the graduate trainees have diplomas as their highest qualifications, 
the most common qualification amongst mentors/coaches is an honours/B.Tech  
degree.  Overall, 30.76% of the respondents have diplomas, followed by 25.64% 
with honours degrees, and 20.51% with degrees.  None of the respondents had 
only a matric qualification.   
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Table 5.7 
Mentor/coach response to number who have/have not attended workshops 
in the past three years 
 
Workshops Total % 
Attended 2 13.33 
Not Attended 13 86.67 
Total 15 100 
 
86.67% of the mentors/coaches had not attended mentoring workshops within 
the past 3 yrs, as indicated in Table 5.7.  In order to improve the current 
mentoring process as an integral element of developing graduate trainees, this is 
a factor that VWSA should investigate further.  
 
 
Table 5.8 (a) 
Mentor/coach response to number of years they have served as a 
mentor/coach 
 
Years Total 
mentors/coaches
% 
1 or less 5 33.33 
2  3 07.69 
3 4 10.26 
4 1 02.56 
5 1 02.56 
6 or more 1 02.56 
Total 15 100 
 
 Table 5.8 (a) shows that 33.33% of the mentors/coaches had served as 
mentors/coaches for less than one year.  Only 2.56% had served as 
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mentors/coaches for six years or more.  This indicates that the majority of the 
mentors/coaches are relatively inexperienced.  This can be linked to the 
information gained from Table 5.7, and warrants further investigation by VWSA. 
 
 
Table 5.8 (b) 
Graduate trainee response to number of years they have been 
mentored/coached 
 
Years Total % 
1 or less 19 79.16 
2  3 12.50 
3  1 04.17 
4 1 04.17 
5 0 00.00 
6 or more 0 00.00 
Total 24 100 
 
79.16% of the graduate trainees had been mentored for one year or less, as 
indicated in Table 5.8 (b).  Only 4.17% of the trainees had been mentored for four 
years.  This indicates that whilst the graduate trainees are on the graduate 
training programme (which lasts for a period of one year), they receive 
mentoring.  However once they are placed permanently in their divisions this 
seems to fall away.  Should mentoring not be an ongoing process to continue to 
develop young talent?  This should also be further investigated by VWSA. 
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Table 5.9 (a) 
Mentor/coach response to number of people they have mentored/coached 
 
Number of protégés Total 
Mentors/Coaches
% 
1 3 20.00 
2   5 33.33 
3 4 26.67 
4 1 06.67 
5 0 00.00 
6 or more 2 13.33 
Total 15 100 
 
Table 5.9 (a) shows that 33.33% of the mentors/coaches who responded to the 
questionnaire had mentored two people, followed by 26.67% had mentored three 
people.  Only 13.33% had mentored six or more people.  This can once again be 
linked to Tables 5.7 and 5.8(a), and points to the need for further investigation. 
 
 
Table 5.9 (b) 
Graduate trainee response to number of people they have been 
mentored/coached by 
 
Number of mentors/coaches Total trainees % 
1 7 29.17 
2  11 45.83 
3 4 16.67 
4 1 04.17 
5 0 00.00 
6 or more 1 04.17 
Total 24 100 
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As indicated in Table 5.9 (b), 45.83% of the graduate trainees who responded to 
the questionnaire had been mentored by two people, followed by 29.17% who 
had been mentored by one person only.  4.17% had been mentored by six 
people or more.  
 
 
Table 5.10 
Mentor/coach response as to number of protégés still within their division 
 
Number of protégés still within division Total 
mentors/coaches
% 
0 – 1 8 53.33 
2 – 3  6 40.00 
4 – 5  1 06.67 
More than 5 0 00.00 
Total 15 100 
 
Tale 5.10 shows that 53.33% of the mentors/coaches had one or no graduate 
trainees still working in their division, followed by 40% who had two to three 
graduate trainees still working within their divisions.  An investigation should be 
conducted to find out why the trainees are leaving their divisions.  If it is for better 
prospects within another division within VWSA then it can be assumed that the 
programme is successful.  However, if the trainees have left their divisions as 
they feel they are no longer being developed then this is cause for concern.  A 
further disturbing point is the number of trainees who have already left the 
organisation.  These issues should receive further investigation.  
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Table 5.11 
Graduate trainee response as to year they were a graduate trainee 
 
 Year Number of Graduates  % 
2001 7 29.17 
2002 5 20.83 
2003 6 25.00 
2004 6 25.00 
Total 24 100 
 
Table 5.11 indicates that the greatest number of responses to the questionnaire, 
29.17%, was received from individuals who were graduate trainees in 2001.  The 
least number of responses was received from individuals who were on the 2002 
graduate training programme, i.e. 20.83%.  There was an equal number of 
responses from individuals on the 2003 and 2004 programmes. 
 
5.5.3 Analysis and Interpretation of Mentoring in VWSA’s Graduate Training 
Programme 
 
With Tables 5.12 (a) through to Tables 5.17 (c), the number of strongly agree and 
agree responses for each statement were added.  These were then expressed as 
a percentage of the total number of responses received for each statement.  
Tables 5.12 (c), 5.13 (c), 5.14 (c), 5.15 (c), 5.16 (c) and 5.17 (c) represent a 
comparison of the percentage responses received from the mentors/coaches and 
the graduate trainees for each statement.  The column entitled Difference % 
represents the percentage deviation between the responses from the 
mentors/coaches as compared with the graduate trainees.  In the same tables, 
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the column entitled Combined % is the average of the mentor/coach % and the 
graduate trainee % for each individual statement.  The relevance of this table is 
to determine which elements are regarded as the most important by both the 
mentors/coaches and graduate trainees.  As both these parties consider the 
elements from different viewpoints and with different levels of experience, to 
make a comprehensive decision regarding what is important for VWSA, it was 
necessary to combine the opinions before making a final decision. 
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Table 5.12 (a) 
Mentor/Coach rating of Mentoring in VWSA’s Graduate Training 
Programme 
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VWSA places a high value on the Graduate 
Training Programme 
3 10 2 0 15 86.67
The Graduate Training Programme contributes to 
organisational objectives 
3 10 2 0 15 86.67
Your Graduate Trainee/s make a contribution to 
your division 
8 7 0 0 15 100.00
Given the choice, you would have volunteered to 
perform the role of mentor / coach to your 
Graduate Trainee 
7 4 4 0 15 73.33
Your Graduate Trainee/s will still be with the 
organisation in 5 yrs time 
1 7 3 4 15 53.33
Your Graduate Trainee/s have the potential to 
perform leadership roles 
6 8 1 0 15 93.33
The training that your Graduate Trainee/s received 
whilst on the Training Programme contributed to 
ensuring more effective performance 
2 13 0 0 15 100.00
The organisation should continue to offer Graduate 
Training Programmes 
8 6 1 0 15 93.33
The organisation supplies the Graduate Trainees 
with continued support / development after 
completion of the Training Programme  
1 8 5 1 15 60.00
Total 39 73 18 5 135 82.96
 
Table 5.12 (a) showed the mentor/coach responses to various aspects of 
mentoring within VWSA.  It was interesting to note that 100% support was 
received on the statements “Your Graduate Trainee(s) make a contribution to 
your division”, as well as “The training that your Graduate Trainee received whilst 
on the Training Programme contributed to more effective performance”.  A cause 
for concern to the organisation should be the fact that only 53.33% of the 
mentors/coaches felt that their graduate trainees(s) would still be with the 
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organisation in 5yrs time.  As one of the main aims of the Graduate Training 
Programme is to supply the organisation with employees capable of occupying 
leadership positions in the future, VWSA needs to implement methods to ensure 
the retention of these employees.  A further aspect which must be followed-up is 
the fact only 73.33% of the respondents would have volunteered to perform the 
role of mentor/coach to their graduate trainee (mentors/coaches as assigned by 
top management, the process is not voluntary).  The question then arises as to 
the level of commitment that these mentors/coaches have to both their graduate 
trainees as well as the training programme.  Still further cause for concern is the 
issue around continued support supplied to the graduate trainees on completion 
of the graduate training programme.  Only 60% of the respondents felt that this 
was the case.  An investigation should be made into the link between this 
statement and the fact that so few mentors/coaches felt that their graduate 
trainees would still be with the organisation in five years time.  Would more 
continued support result in a better rate of retention?  
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Table 5.12 (b) 
Graduate Trainee rating of Mentoring in VWSA’s Graduate Training 
Programme 
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VWSA places a high value on the Graduate 
Training Programme 
3 19 2 0 24 91.67
The Graduate Training Programme contributes to 
organisational objectives 
6 17 0 0 23 100.00
As a Graduate Trainee, I make a contribution to 
my division 
9 14 1 0 24 95.83
 Given the choice, I would have selected the 
mentor / coach I was assigned 
9 10 4 1 24 79.17
I plan to still be with the organisation in 5 yrs time 5 7 5 4 21 57.14
I have the potential to perform a leadership role 11 12 1 0 24 95.83
The training that I received whilst on the 
Graduate Training Programme contributed to 
ensuring more effective performance 
10 11 3 0 24 87.50
The organisation should continue to offer 
Graduate Training Programmes 
13 11 0 0 24 100.00
The organisation supplies the Graduate Trainees 
with continued support / development after 
completion of the Training Programme  
2 9 7 4 22 50.00
Total 68 110 23 9 210 84.12
 
Tale 5.12 (b) indicates the graduate trainees responses to mentoring in VWSA’s 
Graduate Training Programme.  100% support was received on the statements 
“The Graduate Training Programme contributes to organisational objectives” and 
“The organisation should continue to offer Graduate Training Programmes”.  The 
first item of concern is that only 50% of the respondents felt that graduate 
trainees continued to receive support after the completion of the programme.  
The second item of concern is that only 57.14% of the respondents plan to still be 
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with the organisation in five years time.  The possible link between these two 
statements should be investigated by the organisation.   
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Table 5.12 (c) 
Comparison of Mentor/Coach and Graduate Trainee rating of Mentoring in 
VWSA’s Graduate Training Programme 
 
 
Statement 
Mentor/ 
Coach % 
Graduate 
Trainee 
% 
Difference 
% 
Combined 
% 
VWSA places a high value on 
the Graduate Training 
Programme 
86.67 91.67 5.00 89.17 
The Graduate Training 
Programme contributes to 
organisational objectives 
86.67 100.00 13.33 93.34 
Your graduate trainees make a 
contribution to your division/ 
As a Graduate Trainee, I make a 
contribution to my division 
100.00 95.83 4.17 97.92 
 Given the choice, you would 
have volunteered to perform the 
role of mentor/coach to your 
graduate trainee/ 
Given the choice, I would have 
selected the mentor / coach I 
was assigned 
73.33 79.17 5.84 76.25 
Your graduate trainee will sill be 
with the organisation in 5yrs 
time/ 
I plan to still be with the 
organisation in 5 yrs time 
53.33 57.14 3.81 55.24 
Your graduate trainee has the 
potential to perform a leadership 
role/ 
I have the potential to perform a 
leadership role 
93.33 95.83 2.50 94.58 
The training that I/your graduate 
trainee received whilst on the 
Graduate Training Programme 
contributed to ensuring more 
effective performance 
100.00 87.50 12.50 93.75 
The organisation should 
continue to offer Graduate 
Training Programmes 
93.33 100.00 6.67 96.67 
The organisation supplies the 
Graduate Trainees with 
continued support / development 
after completion of the Training 
Programme  
60.00 50.00 10.00 55.00 
Total 82.96 84.12 7.09 83.55 
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Table 5.12 (c) is a comparison of the responses received from the 
mentors/coaches compared with those received from graduate trainees.  For the 
most part, there were relatively small deviations between the responses of the 
mentors/coaches and graduate trainees, indicating that both the 
mentors/coaches and graduate trainees had similar perceptions around the 
statements made.  The areas of concern that warrant further investigation are the 
responses surrounding the statements of continued support the graduate 
trainees receive after completion of the programme, and the issue surrounding 
the graduate trainees still being with the organisation in five years time.  Both of 
these areas received poor ratings from both the mentors/coaches and graduate 
trainees, and it can be assumed that there is a direct link between these issues. 
 
The degree of support of this section as identified by the combined ratings as 
received from the mentors/coaches and graduate trainees are reflected below: 
 
97.92% of the respondents feel that the graduate trainees make a 
contribution to their divisions. 
96.67% are of the opinion that the organisation should continue to 
offer graduate training programmes. 
94.58% believe that the graduate trainees have potential to perform 
leadership roles. 
93.75% feel that the training received on the graduate training 
programme contributes to more effective performance. 
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93.34% feel that the graduate training programme contributes to the 
achievement of organisational objectives. 
89.17% are of the opinion that VWSA places a high value on the 
graduate training programme. 
76.25% of the respondents would have selected their 
mentor/coach/graduate trainee if they had been given a 
choice. 
55.24% were of the opinion that the graduate trainee would still be 
with the organisation in five years time. 
55.00% felt that the organisation continued to supply the graduate 
trainee with support on the completion of the graduate 
training programme. 
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5.5.4 Analysis and Interpretation of Graduate Competencies 
 
Table 5.13 (a) 
Mentor/Coach rating of Graduate Competencies 
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Initiative 11 4 0 0 15 100.00
Drive 9 6 0 0 15 100.00
Self-Motivation 11 4 0 0 15 100.00
Assertiveness 4 11 0 0 15 100.00
Interpersonal Skills 7 7 1 0 15 93.33
Leadership Skills 5 8 1 0 14 92.86
Judgement 4 10 1 0 15 93.33
Self-Confidence / Self Esteem 8 6 1 0 15 93.33
Verbal Communication 10 5 0 0 15 100.00
Written Communication 7 8 0 0 15 100.00
Internal Locus of Control 6 9 0 0 15 100.00
Work Standards 5 10 0 0 15 100.00
Tenacity 5 9 1 0 15 93.33
Total 92 97 5 0 194 97.40
 
Table 5.13 (a) shows that of the 13 competencies recognized by VWSA as being 
essential for graduate trainees to possess to be successful in their divisions, 
100% support was received for eight of these competencies by the mentor/coach 
respondents.  The remainder of the five competencies all received support in the 
90% range.  This indicates that the competencies recognized by VWSA are 
supported by the mentors/coaches.    
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Table 5.13 (b) 
Graduate Trainee rating of Graduate Competencies 
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Initiative 17 7 0 0 24 100.00
Drive 13 11 0 0 24 100.00
Self-Motivation 16 8 0 0 24 100.00
Assertiveness 14 10 0 0 24 100.00
Interpersonal Skills 16 8 0 0 24 100.00
Leadership Skills 8 12 2 2 24 83.33
Judgement 10 10 4 0 24 83.33
Self-Confidence / Self Esteem 12 11 1 0 24 95.83
Verbal Communication 10 14 0 0 24 100.00
Written Communication 10 14 0 0 24 100.00
Internal Locus of Control 7 15 1 0 23 95.65
Work Standards 14 10 0 0 24 100.00
Tenacity 12 12 0 0 24 100.00
Total 159 142 8 2 311 96.78
 
Table 5.13 (b) shows that 100% support was received by the graduate trainees 
for nine of the 13 competencies identified by VWSA for the graduate trainees to 
be successful in their divisions.  Two competencies received support in the 90% 
range, and the remaining two competencies received ratings in the 80% range.  
This indicates that the graduate trainees support the competencies as recognized 
by VWSA.  
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Table 5.13 (c) 
Comparison of Mentor/Coach and Graduate Trainee rating of Graduate 
Competencies  
 
 
Competencies 
Mentor/ 
Coach % 
Graduate 
Trainee 
% 
Difference 
% 
Combined 
% 
Initiative 100.00 100.00 0.00 100.00 
Drive 100.00 100.00 0.00 100.00 
Self-Motivation 100.00 100.00 0.00 100.00 
Assertiveness 100.00 100.00 0.00 100.00 
Interpersonal Skills 93.33 100.00 6.67 96.67 
Leadership Skills 92.86 83.33 9.53 88.10 
Judgement 93.33 83.33 10.00 88.33 
Self-Confidence / Self Esteem 93.33 95.83 2.50 94.58 
Verbal Communication 100.00 100.00 0.00 100.00 
Written Communication 100.00 100.00 0.00 100.00 
Internal Locus of Control 100.00 95.65 4.35 97.84 
Work Standards 100.00 100.00 0.00 100.00 
Tenacity 93.33 100.00 6.67 96.67 
Total 97.40 96.78 3.06 97.09 
 
Table 5.13 (c) shows a comparison of the composite ratings of the 
mentors/coaches and graduate trainees in terms of the competencies recognized 
by VWSA to be successful in their divisions.  It is interesting to note that both the 
mentors/coaches and graduate trainees gave seven of the 13 competencies 
100% support.  Only three of the competencies did not receive 100% support by 
both the mentors/coaches and graduate trainees, however both parties still rated 
these competencies in the 80 and 90% ranges.  This indicates that both 
mentors/coaches and graduate trainees support the competencies as recognized 
by VWSA. 
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The competencies regarded as the most important for graduate trainees to be 
successful in their divisions as identified by VWSA and supported by the 
combined ratings received from the mentors/coaches and graduate trainees 
reflected below: 
 
100%  Initiative 
100%  Drive 
100%  Self-motivation 
100%  Assertiveness 
100%  Verbal communication 
100%  Written communication 
100%   Work standards 
97.84% Internal locus of control 
96.67% Interpersonal skills 
96.67% Tenacity 
94.58% Self-confidence/self-esteem 
88.33% Judgement 
88.10% Leadership skills 
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5.5.5 Analysis and Interpretation of Theoretical Knowledge Requirements 
 
Table 5.14 (a) 
Mentor/Coach rating of Theoretical Knowledge Requirements 
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Theoretical knowledge of their course of study 4 11 0 0 15 100.00
Theoretical knowledge of VWSA 1 9 5 0 15 66.67
Theoretical knowledge of their division 2 9 4 0 15 73.33
Theoretical knowledge of the job they will be 
performing 
2 8 4 0 15 66.67
Theoretical knowledge of the various functional 
areas within their division 
1 10 4 0 15 73.33
Theoretical knowledge of the various employees 
within their division and their roles and 
responsibilities 
1 5 9 0 15 40.00
Total 11 52 26 0 90 70.00
 
Table 5.14 (a) indicates the knowledge elements considered by VWSA to be 
essential for graduate trainees to be successful.  Only one knowledge element 
received 100% support by the mentors/coaches, and this was linked to the 
theoretical contents of their study courses.  Only 40% of the respondents 
perceive knowledge of the other employees within their divisions and their roles 
to be essential.  Only 66.67% of the respondents felt that theoretical knowledge 
about VWSA and theoretical knowledge about the job they would be performing 
was relevant.  
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Table 5.14 (b) 
Graduate Trainee rating of Theoretical Knowledge Requirements 
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Theoretical knowledge of their course of study 7 16 0 1 24 95.83
Theoretical knowledge of VWSA 6 18 0 0 24 100.00
Theoretical knowledge of their division 8 14 2 0 24 91.67
Theoretical knowledge of the job they will be 
performing 
8 14 2 0 24 91.67
Theoretical knowledge of the various functional 
areas within their division 
7 14 3 0 24 87.50
Theoretical knowledge of the various employees 
within their division and their roles and 
responsibilities 
9 13 1 1 24 91.67
Total 45 89 8 2 144 93.06
 
Table 5.14 (b) indicates that the graduate trainees perceive having theoretical 
knowledge of VWSA to be the most important knowledge element in order to be 
successful, giving this element 100% support.  They gave the four of the 
remaining five elements ratings in the 90% range, with the remaining element, 
i.e. having theoretical knowledge of the various functional areas within their 
division, receiving a rating of 87.5%.   
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Table 5.14 (c) 
Comparison of Mentor/Coach and Graduate Trainee rating of Theoretical 
Knowledge Requirements 
 
 
Knowledge elements 
Mentor/ 
Coach % 
Graduate 
Trainee 
% 
Difference 
% 
Combined 
% 
Theoretical knowledge of their 
course of study 
100.00 95.83 4.17 97.92 
Theoretical knowledge of VWSA 66.67 100.00 33.33 83.34 
Theoretical knowledge of their 
division 
73.33 91.67 18.34 82.50 
Theoretical knowledge of the job 
they will be performing 
66.67 91.67 25.00 79.17 
Theoretical knowledge of the 
various functional areas within 
their division 
73.33 87.50 14.17 80.42 
Theoretical knowledge of the 
various employees within their 
division and their roles and 
responsibilities 
40.00 91.67 51.67 65.84 
Total 70.00 93.06 24.45 81.53 
 
Table 5.14 (c) shows a comparison of the mentor/coach and graduate trainee 
responses to the key knowledge elements as identified by VWSA for graduate 
trainees to be successful in their divisions.  There was a wide deviation in the 
majority of these responses.  Whilst 40% of the mentors/coaches did not feel that 
the graduate trainees needed theoretical knowledge of the various employees 
within their division and their roles and responsibilities, 91.57% of the graduate 
trainees felt that this was important.  This indicates a deviation of 51.67%, and 
warrants further investigation.  It is possible that as the mentors/coaches have 
been with the organisation for longer than the trainees, this information is second 
nature to them.  However, as the trainees regard it as important, this needs to be 
communicated to the mentors/coaches so that the correct information can be 
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imparted to the trainees.  The area with the smallest deviation, and the only 
knowledge element that was rated highly by both mentors/coaches and graduate 
trainees, is the element around the theoretical aspects of the trainees’ course of 
study.   
 
The most important knowledge elements needed for success when entering their 
divisions, and as identified by VWSA and supported by the combined ratings 
received from the mentors/coaches and graduate trainees, are listed below: 
 
97.92% of the respondents regarded the theoretical knowledge of their 
course content to be most element; 
83.34% were of the opinion that trainees needed theoretical knowledge of 
VWSA is important; 
82.50% felt that theoretical knowledge of their specific division was needed; 
80.42% thought that theoretical knowledge of the various function areas 
within the division was important; 
79.17% of the respondents felt that the trainees needed theoretical 
knowledge of the job they would be performing; and 
65.84% were of the opinion that theoretical knowledge about the other 
employees in the division and their roles and responsibilities was 
needed. 
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5.5.6 Analysis and Interpretation of Graduate Skills  
 
Table 5.15 (a) 
Mentor/Coach rating of Graduate Skills 
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Presentation Skills 2 12 1 0 15 93.33
Project Management Skills 2 10 3 0 15 80.00
Team work 5 10 0 0 15 100.00
Skill to work independently 6 9 0 0 15 100.00
Time Management skills 4 11 0 0 15 100.00
Assertiveness Skills 5 9 1 0 15 93.33
Report writing 4 7 4 0 15 73.33
Managing diversity 3 9 2 0 14 80.00
Managing their desks / offices 2 11 2 0 15 86.67
Skill to continuously improve themselves 7 8 0 0 15 100.00
Problem-solving techniques 8 7 0 0 15 100.00
Conflict management 4 9 2 0 15 86.67
Total 52 112 15 0 179 91.11
 
Of the 12 skills identified by VWSA as being essential for graduate trainees to 
possess in order to be successful in their divisions, the mentor/coach 
respondents rated only five with 100% supports, as indicated in Table 5.15 (a).  
Two of the remaining categories received ratings in the 90’s, whilst four received 
ratings in the 80’s.  The skills area with the lowest support was report writing.   
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Table 5.15 (b) 
Graduate Trainee rating of Graduate Skills 
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Presentation Skills 10 13 1 0 24 95.83
Project Management Skills 7 13 4 0 24 83.33
Team work 12 11 1 0 24 95.83
Skill to work independently 13 10 1 0 24 95.83
Time Management skills 16 8 0 0 24 100.00
Assertiveness Skills 16 8 0 0 24 100.00
Report writing 11 11 2 0 24 91.67
Managing diversity 12 12 0 0 24 100.00
Managing their desks / offices 10 11 3 0 24 87.50
Skill to continuously improve themselves 12 11 1 0 24 95.83
Problem-solving techniques 12 11 1 0 24 95.83
Conflict management 9 13 2 0 24 91.67
Total 140 132 16 0 288 94.44
 
Table 5.15 (b) shows that the graduate trainees rated only five of the 12 skills 
identified by VWSA with100% support.  Seven of those remaining however 
receive ratings in the 90’s, whilst the remaining two received ratings in the 80’s, 
thereby indicating that all of the skills are important. 
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Table 5.15 (c) 
Comparison of Mentor/Coach and Graduate Trainee rating of Graduate 
Skills  
 
 
Skills 
Mentor/ 
Coach % 
Graduate 
Trainee 
% 
Difference 
% 
Combined 
% 
Presentation Skills 93.33 95.83 2.50 94.58 
Project Management Skills 80.00 83.33 3.33 81.67 
Team work 100.00 95.83 4.17 97.92 
Skill to work independently 100.00 95.83 4.17 97.92 
Time Management skills 100.00 100.00 0.00 100.00 
Assertiveness Skills 93.33 100.00 6.67 96.67 
Report writing 73.33 91.67 18.34 82.50 
Managing diversity 80.00 100.00 20.00 90.00 
Managing their desks / offices 86.67 87.50 0.83 87.09 
Skill to continuously improve 
themselves 
100.00 95.83 4.17 97.92 
Problem-solving techniques 100.00 95.83 4.17 97.92 
Conflict management 86.67 91.67 5.00 89.17 
Total 91.11 94.44 6.11 92.78 
 
Table 5.15 (c) shows, for the most part, very small deviations in the ratings 
received from mentors/coaches and graduate trainees.  The only skill however 
that received a 100% rating from both mentors/coaches and graduate trainees is 
time management.  The area with the greatest deviation, but still regarded as 
important by both parties, is managing diversity.   
 
The skills regarded as the most important for graduate trainees to be successful 
in their divisions as identified by VWSA and supported by the combined ratings 
received from the mentors/coaches and graduate trainees are listed below: 
  
100%  Time management 
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97.92% Team work 
97.92% Skill to work independently 
97.92% Skill to continuously improve themselves 
97.92% Problem-solving techniques 
96.67% Assertiveness 
94.58% Presentation skills 
90%  Managing diversity 
89.17% Conflict management skills 
87.09% Managing their desks/offices 
82.50% Report writing skills 
81.67% Project management skills 
 
 
- 239 - 
5.5.7 Analysis and Interpretation of Graduate Attitudes 
 
Table 5.16 (a) 
Mentor/Coach rating of Graduate Attitudes 
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Right the first time mentality 7 8 0 0 15 100.00
Striving to continuously improve work processes 7 8 0 0 15 100.00
Desire to satisfy customer needs 10 5 0 0 15 100.00
Drive to improve own knowledge / skills 10 5 0 0 15 100.00
Proactiveness 10 5 0 0 15 100.00
Contributing of ideas to solve problems 8 7 0 0 15 100.00
Acceptance of ownership for work 11 4 0 0 15 100.00
Strives to reduce waste 3 11 1 0 15 93.33
Address mistakes and problems 8 7 0 0 15 100.00
Team player 7 6 2 0 15 86.67
Total 81 66 3 0 150 98.00
 
Table 5.16 (a) indicates that the mentors/coaches regard the majority of the 
attitudinal dimensions as recognized by VWSA as being essential.  Of the ten 
dimensions identified, 100% support was received for eight of these.  One 
dimension, ‘strives to reduce waste’ received a support rating of 93.33%.  It was 
interesting to note that the attitudinal dimension that received the lowest rating, 
i.e. 86.67%, was being a ‘team player’.   
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Table 5.16 (b) 
Graduate Trainee rating of Graduate Attitudes 
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Right the first time mentality 9 15 0 0 24 100.00
Striving to continuously improve work processes 14 10 0 0 24 100.00
Desire to satisfy customer needs 15 9 0 0 24 100.00
Drive to improve own knowledge / skills 20 4 0 0 24 100.00
Proactiveness 17 7 0 0 24 100.00
Contributing of ideas to solve problems 13 11 0 0 24 100.00
Acceptance of ownership for work 18 6 0 0 24 100.00
Strives to reduce waste 8 14 2 0 24 91.67
Address mistakes and problems 12 12 0 0 24 100.00
Team player 13 11 0 0 24 100.00
Total 139 99 2 0 240 99.17
 
As with Table 5.16 (a), Table 5.16 (b) clearly shows the graduate trainees’ 
support of the attitudinal dimensions that VWSA has identified as being 
necessary for successful performance, with the graduate trainees rating nine of 
the ten dimensions at 100%.  The remaining dimension, ‘strives to reduce waste’, 
still received a support rating of 91.67%, indicating that this was still deemed 
important.   
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Table 5.16 (c) 
Comparison of Mentor/Coach and Graduate Trainee rating of Graduate 
Attitudes  
 
 
Attitude 
Mentor/ 
Coach % 
Graduate 
Trainee 
% 
Difference 
% 
Combined 
% 
Right the first time mentality 100.00 100.00 0.00 100.00 
Striving to continuously improve 
work processes 
100.00 100.00 0.00 100.00 
Desire to satisfy customer needs 100.00 100.00 0.00 100.00 
Drive to improve own knowledge 
/ skills 
100.00 100.00 0.00 100.00 
Proactiveness 100.00 100.00 0.00 100.00 
Contributing of ideas to solve 
problems 
100.00 100.00 0.00 100.00 
Acceptance of ownership for 
work 
100.00 100.00 0.00 100.00 
Strives to reduce waste 93.33 91.67 1.66 92.50 
Address mistakes and problems 100.00 100.00 0.00 100.00 
Team player 86.67 100.00 13.33 93.34 
Total 98.00 99.17 7.50 98.58 
 
Table 5.16 (c) shows that both the mentors/coaches and graduate trainees were 
in full support of the attitudinal dimensions as identified by the organisation, with 
eight of the ten dimensions receiving ratings of 100%.  Being a team player 
received a final rating of 93.33%, whilst the only dimension that did not receive a 
100% by neither the mentors/coaches nor the graduate trainees was ‘strives to 
reduce waste’, which was awarded a final rating of 92.5%. 
 
The attitudinal dimensions regarded as the most important for graduate trainees 
to be successful in their divisions as identified by VWSA and supported by the 
combined ratings received from the mentors/coaches and graduate trainees can 
be summarized as follows: 
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100%  Right first time mentality 
100%  Striving to continuously improve work processes 
100%  Desire to satisfy customer needs 
100%  Drive to improve own knowledge/skills 
100%  Proactiveness 
100%  Contributing of ideas to solve problems 
100%  Acceptance of ownership for work 
100%   Addresses mistakes and problems 
93.34% Team player 
92.50% Strives to reduce waste 
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5.5.8 Analysis and Interpretation of the Current Graduate Training and 
Development Programme 
 
Table 5.17 (a) 
Mentor/Coach rating of Current Graduate Training and Development 
Programme 
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Corporate Training:      
Completion of projects done as work groups / 
teams 
5 10 0 0 15 100.00
Divisional presentations 2 8 4 1 15 66.67
Functional Presentations 3 8 4 0 15 73.33
Plant tour / functional area tours 4 9 1 1 15 86.67
Line work (3 weeks working on the line as 
operators) 
7 7 1 0 15 93.33
Dealership exposure  4 7 3 1 15 73.33
Service Technical exposure 4 7 3 1 15 73.33
Workshops:       
Team Building 4 11 0 0 15 100.00
Powerful Presentations 4 10 0 1 15 93.33
Assertiveness and Group Facilitation 6 8 1 0 15 93.33
Group Forming (identify stages that groups go 
through to become cohesive) 
2 11 1 0 14 92.86
Action Learning (learn that they must be actively 
involved in the learning process and how to achieve 
this, as opposed to school-type learning where 
teacher is responsible) 
4 9 1 0 14 92.86
Report Writing and Business Communications 4 7 4 0 15 73.33
Time Management 5 9 1 0 15 93.33
Diversity Training 5 7 2 0 14 80.00
Business Sense (simulated game where graduate 
trainees get to run their own company)  
5 6 4 0 15 73.33
Striving for Excellence (aims at encouraging 
graduate trainees to question their current 
standards of performance) 
6 7 1 0 14 92.86
Leadership Skills 5 9 1 0 15 93.33
Office Management (learn to manage their jobs, 
their desks and their days) 
4 8 2 0 14 85.71
Projects:       
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Corporate Training:      
Completion of projects done as work groups / 
teams 
5 10 0 0 15 100.00
Divisional presentations 2 8 4 1 15 66.67
Functional Presentations 3 8 4 0 15 73.33
Plant tour / functional area tours 4 9 1 1 15 86.67
Line work (3 weeks working on the line as 
operators) 
7 7 1 0 15 93.33
Dealership exposure  4 7 3 1 15 73.33
Service Technical exposure 4 7 3 1 15 73.33
Workshops:       
Team Building 4 11 0 0 15 100.00
Powerful Presentations 4 10 0 1 15 93.33
Assertiveness and Group Facilitation 6 8 1 0 15 93.33
Group Forming (identify stages that groups go 
through to become cohesive) 
2 11 1 0 14 92.86
Action Learning (learn that they must be actively 
involved in the learning process and how to achieve 
this, as opposed to school-type learning where 
teacher is responsible) 
4 9 1 0 14 92.86
Report Writing and Business Communications 4 7 4 0 15 73.33
Time Management 5 9 1 0 15 93.33
Diversity Training 5 7 2 0 14 80.00
Business Sense (simulated game where graduate 
trainees get to run their own company)  
5 6 4 0 15 73.33
Striving for Excellence (aims at encouraging 
graduate trainees to question their current 
standards of performance) 
6 7 1 0 14 92.86
Leadership Skills 5 9 1 0 15 93.33
Office Management (learn to manage their jobs, 
their desks and their days) 
4 8 2 0 14 85.71
Projects:       
Corporate Project 2 10 2 0 14 85.71
Line Assignment 6 7 2 0 15 86.67
Divisional Project 5 7 1 1 14 85.71
Divisional Training:      
Allied Areas training 5 9 1 0 15 93.33
Own Areas training 7 8 0 0 15 100.00
German Language Training 2 10 3 0 15 80.00
Computer Training (ICDL) 8 6 1 0 15 93.33
Mentor and Coach relationship 5 9 1 0 15 93.33
Monthly Performance Feedback Reviews 6 9 0 0 15 100.00
Total 129 233 45 6 413 87.46 
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Table 5.17 (a) is a breakdown of all the current training and development 
interventions to which the graduate trainees are exposed during their 12 months 
on the programme.  To make it manageable, the initiatives were broken down 
into various sections, e.g. corporate training, workshops, etc.  The interventions 
that received a 100% support rating from the mentors/coaches were around the 
monthly performance feedback reviews, the completion of projects as work 
teams, the team building workshop, and the own areas training.  The intervention 
which enjoyed the lowest degree of support was the divisional presentations, 
receiving a rating of 66.67%. 
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Table 5.17 (b) 
Graduate Trainee rating of Current Graduate Training and Development 
Programme 
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Corporate Training:      
Completion of projects done as work groups / 
teams 
8 14 1 0 23 95.65
Divisional presentations 7 16 1 0 24 95.83
Functional Presentations 6 18 0 0 24 100.00
Plant tour / functional area tours 11 13 0 0 24 100.00
Line work (3 weeks working on the line as 
operators) 
12 12 0 0 24 100.00
Dealership exposure  8 12 4 0 24 83.33
Service Technical exposure 6 18 0 0 24 100.00
Workshops:       
Team Building 16 7 0 1 24 95.83
Powerful Presentations 16 8 0 0 24 100.00
Assertiveness and Group Facilitation 14 7 2 1 24 87.50
Group Forming (identify stages that groups go 
through to become cohesive) 
5 13 5 0 23 78.26
Action Learning (learn that they must be actively 
involved in the learning process and how to achieve 
this, as opposed to school-type learning where 
teacher is responsible) 
10 11 1 1 23 91.30
Report Writing and Business Communications 11 12 0 1 24 95.83
Time Management 16 8 0 0 24 100.00
Diversity Training 11 12 1 0 24 95.83
Business Sense (simulated game where graduate 
trainees get to run their own company)  
13 9 2 0 24 91.66
Striving for Excellence (aims at encouraging 
graduate trainees to question their current 
standards of performance) 
13 11 0 0 24 100.00
Leadership Skills 12 11 0 1 24 95.83
Office Management (learn to manage their jobs, 
their desks and their days) 
6 16 1 1 24 91.67
Projects:       
Corporate Project 9 14 1 0 24 95.83
Line Assignment 2 21 1 0 24 95.83
Divisional Project 7 12 5 0 24 79.17
Divisional Training:      
Allied Areas training 13 9 0 1 23 95.65
Own Areas training 13 9 1 0 23 95.65
German Language Training 13 11 0 0 24 100.00
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Computer Training (ICDL) 16 4 4 0 24 83.33
Mentor and Coach relationship 17 7 0 0 24 100.00
Monthly Performance Feedback Reviews 19 5 0 0 24 100.00
Total 310 320 30 7 667 94.43
 
Table 5.17 (b), as per Table 5.17 (a) represented a breakdown of all the current 
training and development interventions to which the graduate trainees are 
exposed during their 12 months on the programme.  To make it manageable, the 
initiatives were broken down into various sections, e.g. corporate training, 
workshops, etc.  The interventions that received a 100% support rating from the 
graduate trainees were around the monthly performance feedback reviews, the 
mentor/coach relationship, German language training, the Striving for Excellence, 
Time Management and Powerful Presentations workshops, the time spent in 
service technical, the plant tour/functional areas tour, the functional 
presentations, and the line work.  The intervention which enjoyed the lowest 
degree of support was the group forming workshop, which enjoyed only 78.26% 
support, with the divisional project that the trainees are given to do individually 
and specific to their divisions receiving only a marginal extra at 79.17%. 
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Table 5.17 (c) 
Comparison of Mentor/Coach and Graduate Trainee rating of Current 
Graduate Training and Development Programme 
  
 
Current Training and 
Development 
Mentor/ 
Coach % 
Graduate 
Trainee 
% 
Difference 
% 
Combined 
% 
Corporate Training:     
Completion of projects done as 
work groups / teams 
100.00 95.65 4.35 97.83 
Divisional presentations 66.67 95.83 28.98 81.25 
Functional Presentations 73.33 100.00 26.67 86.67 
Plant tour / functional area tours 86.67 100.00 13.33 93.34 
Line work (3 weeks working on 
the line as operators) 
93.33 100.00 6.67 96.67 
Dealership exposure  73.33 83.33 10.00 78.33 
Service Technical exposure 73.33 100.00 26.67 86.67 
Workshops:      
Team Building 100.00 95.83 4.17 97.92 
Powerful Presentations 93.33 100.00 6.67 96.67 
Assertiveness and Group 
Facilitation 
93.33 87.50 5.83 90.42 
Group Forming (identify stages 
that groups go through to 
become cohesive) 
92.86 78.26 14.6 85.56 
Action Learning (learn that they 
must be actively involved in the 
learning process and how to 
achieve this, as opposed to 
school-type learning where 
teacher is responsible) 
92.86 91.30 1.56 92.08 
Report Writing and Business 
Communications 
73.33 95.83 22.50 84.58 
Time Management 93.33 100.00 6.67 96.67 
Diversity Training 80.00 95.83 15.83 87.92 
Business Sense (simulated 
game where graduate trainees 
get to run their own company)  
73.33 91.66 18.33 82.50 
Striving for Excellence (aims at 
encouraging graduate trainees 
to question their current 
standards of performance) 
92.86 100.00 7.14 96.43 
Leadership Skills 93.33 95.83 2.50 94.58 
Office Management (learn to 
manage their jobs, their desks 
and their days) 
85.71 91.67 5.96 88.69 
Projects:      
Corporate Project 85.71 95.83 10.12 90.77 
Line Assignment 86.67 95.83 9.16 91.25 
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Current Training and 
Development 
Mentor/ 
Coach % 
Graduate 
Trainee 
% 
Difference 
% 
Combined 
% 
Divisional Project 85.71 79.17 6.54 82.44 
Divisional Training:     
Allied Areas training 93.33 95.65 2.32 94.49 
Own Areas training 100.00 95.65 4.35 97.75 
German Language Training 80.00 100.00 20.00 90.00 
Computer Training (ICDL) 93.33 83.33 10.00 88.33 
Mentor and Coach relationship 93.33 100.00 6.67 96.67 
Monthly Performance Feedback 
Reviews 
100.00 100.00 0.00 100.00 
Total 87.46 94.43 10.63 90.95 
 
Table 5.17 (c) shows that overall the current training and development 
programme received a combined support rating of 90.95%.  The only area that 
obtained 100% support by both mentors/coaches and graduate trainees was the 
monthly performance feedback reviews.  The dealership training enjoyed the 
lowest support with a combined rating of only 78.33%.  This is an area of the 
programme that VWSA needs to do further research into to determine the reason 
for the low rating. 
 
The training and development interventions regarded as the most important for 
the achievement of programme outcomes as identified by VWSA and supported 
by the combined ratings received from the mentors/coaches and graduate 
trainees are listed below: 
 
Corporate training: 
97.83% of the respondents were in support of the completion of projects as 
work groups/teams. 
96.67% supported the period spent working on the line. 
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93.34% thought that the plant tour/tours of functional areas were of benefit. 
86.67% were of the opinion that the functional presentations were 
important. 
86.67% of the respondents supported the time spent in service technical to 
gain exposure of this area. 
81.25% were of the opinion that the divisional presentations were of benefit. 
78.33% thought that the time spent in a dealership to gain exposure of this 
area was beneficial. 
 
Workshops: 
97.92% Team Building 
96.67% Powerful Presentations 
96.67% Time Management 
96.43% Striving for Excellence 
94.58% Leadership Skills 
92.08% Action Learning 
90.42% Assertiveness and Group Facilitation 
88.69% Office Management 
87.92% Diversity Training 
85.56% Group Forming 
84.58% Report Writing and Business Communications 
82.50% Business Sense 
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Divisional training: 
97.75% supported the ‘own areas training’ intervention. 
94.49% were in favour of the ‘allied areas training’ intervention. 
 
Other: 
100% of the respondents were in support of the monthly performance 
feedback reviews. 
96.67% supported the mentor/coach and graduate trainee relationship. 
90%  were in favour of German language training 
88.33% thought that the computer training was required.  
 
 
5.5.9 List of Recommendations for Changes  Respondent would make to the 
Current VWSA Graduate Training Programme    
 
Mentor/Coach rating of Changes they would make to the Current VWSA 
Graduate Training Programme 
 
• Offer higher pay to attract better qualified and higher potential graduates. 
• All divisions should have fair chance to participate despite headcount 
restrictions. 
• Reward high potential graduates financially in order to retain them. 
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• Early involvement of divisions to ensure candidate specification for the division 
is understood. 
•  Delay allied area exposure until candidate knows own job. 
• Engineering salaries are not competitive therefore the organization is losing 
competent graduates. 
 
 Graduate Trainee rating of Changes they would make to the Current VWSA 
Graduate Training Programme 
 
• Line assignments more specific to functional areas. 
• Packages must be market related and show worth of graduate trainees. 
• Allied areas training needs to be well structured for learning to take place. 
• Some areas need to take allied areas training more seriously. 
• More exposure to other areas of building cars when working on line. 
• More commitment from some mentors/coaches. 
• Should be an investigation into reasons why graduate trainees leave company 
after completion of programme. 
• Workshops very beneficial, therefore add more. 
• Dealer-brand training to increase awareness of different brands. 
• Technical training for non-engineering graduate trainees. 
• International opportunities (VWAG has 6 month international contract as part of 
their training). 
• Re-look at selection criteria to ensure graduate trainees stay with company. 
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• Graduate trainees should be treated and rewarded individually once placed – 
people leaving as not looked after. 
• Salaries re-looked at to retain graduate trainees. 
• Divide programme into technical and non-technical sections and have different 
workshops for each. 
• Mentor/coach commitment. 
 
It is interesting to note that their were comments regarding the salaries of the 
graduate trainees once placed permanently from both the mentor/coach as well 
as graduate trainee questionnaires as a retention strategy.  Perhaps this is an 
area that warrants further investigation by the organisation. 
 
 
5.6 CONCLUSION 
 
The aim of this chapter was to document the research methodology that was 
used during the study.  During the discussion on methodology, special attention 
was given to the development and administration of the questionnaire.  The 
research design used by the researcher and the results of the survey were 
presented.   
 
Utilising explanatory tables, the most important competencies, skills, knowledge 
and attitudes needed for graduate trainees to be effective in their divisions were 
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identified and assessed by means of feedback from both mentors/coaches as 
well as from graduate trainees.  Their individual opinions for each category were 
first looked at, and then a combined decision was arrived at by averaging the 
percentage scores as assigned to each criterion.  This gave an indication of what 
the business needed in this line.  The same process was followed regarding an 
assessment of the current training and development interventions currently used 
on VWSA’s Graduate Training Programme.  From the results of this survey, an 
educated and meaningful decision can be made as to where the programme is 
currently falling short, and the areas which warrant further investigation in order 
that improvements can be made. 
 
Chapter six will focus on recommendations to be made based on the findings of 
the previous chapters, and will highlight opportunities for further research. 
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CHAPTER 6 
 
CONCLUSION AND RECOMMENDATIONS  
 
6.1 INTRODUCTION 
 
This chapter provides the opportunity for re-evaluating the research endeavour 
and summarizing into a few paragraphs precisely what has been accomplished 
by the research project.  An attempt will be made to gather all loose threads and 
the conclusions that have been reached with respect to the problem and sub-
problems will be stated as clearly as possible.  Besides reiterating the main 
findings, the problems which were encountered in the research process and 
limitations of the study will be described.  Lastly, recommendations for future 
research and suggestions for the application of findings will be presented. 
 
 
6.2 MAIN FINDINGS 
 
The main problem identified in this study was,  
 
The extent to which VWSA’s current graduate training programme is 
effective in achieving programme outcomes. 
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The study was prompted by the fact that as South African organisations are 
aware of the need to develop designated groups into leadership positions, many 
of them are embarking on what is commonly referred to as Graduate Training 
Programmes.  Volkswagen of South Africa is one such company which has 
implemented such a programme.  The question however remains as to whether 
or not these programmes are successful in achieving their aims i.e. a ready 
supply of well trained and competent individuals from the designated groups who 
are capable of occupying leadership positions within the organisation.  VWSA 
has been running their revised Graduate Training Programme since 2001, and no 
research has thus far been done regarding its effectiveness in achieving its aims.  
The researcher was of the opinion that it was essential to conduct such a study to 
assess current programme effectiveness so that changes can be implemented 
where necessary.  The findings may be transferable to other organisations 
offering similar programmes. 
 
In order to resolve the main problem, sub-problems were developed and 
addressed.  The sub-problems are listed below, together with a brief discussion 
on each sub-problem. 
 
• Sub-problem One: What approach is currently used by VWSA to recruit, 
select and train graduate trainees? 
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Two chapters were used to address this sub-problem, namely Chapter Two and 
Chapter Three.  What follows is a brief explanation of the contents of these 
chapters. 
 
Chapter Two looked at an analysis of the recruitment and selection methods and 
processes currently used by Volkswagen of South Africa when filling positions on 
its Graduate Training Programme.  The aims of the programme were identified, 
followed by an explanation of the desired outcomes of the programme.  Needs 
identification was looked at, and the selection of tertiary educational institutions 
was explained.  Thereafter, the process, starting with the design and completion 
of the application form, the screening and testing processes, and the final 
interview stage of the process, were discussed in detail.  The chapter concluded 
with the making of job offers and the signing of the contracts. 
 
The focus of Chapter Three served as an analysis of the current training 
interventions as used by VWSA for their Graduate Training Programme.  This 
chapter began with the identification of key competencies, as identified by 
VWSA, required by graduate trainees to be successful.  Thereafter, a detailed 
description was given of the current structure of the Graduate Training 
Programme, including a description of the workshops attended by the trainees 
and the projects that they are required to complete.  The mentor/coach and 
graduate trainee relationship was discussed, and an explanation on the monthly 
performance feedback reviews concluded this chapter. 
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• Sub-problem Two: What does the literature reveal with regards to 
strategies for effectively training new recruits and the development of 
leadership competencies? 
 
Chapter four aimed to address this sub-problem.  It looked at all the steps as 
identified by research which need to be followed when embarking on training of 
new recruits, with specific focus on recent graduates.  It included aspects such as 
job analysis, the identification of key competencies, recruitment and selection 
techniques, as well as an analysis of the various training programmes revealed 
by the literature study.  A theoretical 13 step model for graduate training 
programmes to be successful was also presented in this chapter.  This model 
was developed from the theoretical and empirical research findings presented in 
the previous chapters.  
 
• Sub-problem Three: To what extent do existing training interventions 
compare to theoretical models used to train new employees and develop 
leadership competencies? 
 
In order to provide an answer to sub-problem three, the knowledge, skills and 
attitudes that VWSA’s Graduate Training Programme aims to develop were 
identified (as per chapter two), and the components of the current training 
programme were categorised (as per chapter three).  This information was then 
used to compile two separate but related questionnaires, one to be sent to 
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individuals who were or had performed the role of either mentor or coach for a 
graduate trainee, and the second to be sent to past and current graduate 
trainees.  The results of these two questionnaires were then analysed, first 
individually, and then a comparison was made between the results of the 
mentor/coach questionnaire and the graduate trainee questionnaire.  This was 
then looked at against the findings of the literature study to assess the 
correlation.   
 
 
6.3 PROBLEMS AND LIMITATIONS 
 
No major problems were encountered in conducting the study, except those 
problems normally associated with the survey method of data collection.  The 
problems encountered were: 
• Lack of co-operation by some of the mentors/coaches and graduate trainees in 
returning the questionnaire by the deadline date stipulated.  As it was 
anticipated that this might impede the research process, sufficient time was 
allowed for this delay in the planning of the project.  Even after follow-up phone 
calls however, a significant number of questionnaires were not completed and 
returned, and some were returned only after the expiration of the due date.  
This resulted in a much smaller sample than was anticipated. 
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• Failing to answer certain questions on the questionnaire.  Respondents were 
contacted telephonically for clarification, however, in certain cases the 
respondents declined from answering.   
 
• Problems were encountered with the theoretical research aspect of the study.  
A limited amount of published material regarding local viewpoints and research 
undertaken on the topic was available from South African literature. 
 
 
6.4 RECOMMENDATIONS 
 
The objective of this study was to make a contribution in the field of graduate 
training by conducting an evaluation of VWSA’s Graduate Training Programme 
and develop a model which could be used by organisations to facilitate the 
objectives of their graduate and other training and development programmes. 
In order to achieve this objective, it was necessary to adopt the following 
approach: 
 
• Firstly, an analysis was made of the current recruitment, selection and training 
strategies and processes surrounding VWSA’s graduate training proramme; 
 
• Secondly, a literature study was undertaken to reveal existing best practice 
regarding recruitment, selection and training; 
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• A questionnaire based on the above two mentioned steps was developed to 
assess current perceptions within VWSA regarding current training 
interventions of the Graduate Training Programme, and to compare these 
against what was revealed in the literature study; and 
 
• Based on the three steps above, a model was developed for organisations to 
use to assist with their graduate training programmes. 
 
The results of this study should be handled in the following way: 
 
Firstly, VWSA should note the findings of this study when making changes and 
improvements to the process of graduate recruitment, selection and training, in 
order that: 
 
• Outcomes of the programme are established upfront to serve as a platform for 
planning; 
 
• Required competencies are identified upfront to further guide the development 
of the process; 
 
• Proper planning takes place, including job and needs analysis; 
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• Effective recruitment and selection processes are followed as the catalysts for 
the success of the programme; 
 
• All training interventions undertaken are effective, timeous, and conducted in a 
manner that ensures programme objectives are achieved; and 
 
• Mentors and coaches should know what is expected of them thus enhancing 
commitment to the process.  In the same way the graduate trainees can 
develop realistic expectations, thus the possibility of retention is enhanced. 
 
Secondly, any other organisation(s) currently running, or who aim to set up 
graduate training programmes, can use the proposed model as a framework for 
their programmes, taking into account differing organisational requirements. 
 
Thirdly, tertiary educational institutions should counsel students in the 
competencies required to be successful on developmental programmes such as 
graduate training programmes, and assist them to develop these competencies. 
 
Fourthly, students should be encouraged to participate in extra-curricular 
activities on campus.  Active participation in societies and sports initiatives will 
assist them in developing certain of the non-technical skills and competencies 
required in the workplace. 
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6.5 OPPORTUNITIES FOR FURTHER RESEARCH 
 
Since it is the nature of research that it gives rise to other unanswered questions, 
it is necessary to make recommendations for further research.  During the course 
of this research project, areas worthy of further investigation that are closely 
related to the research problem were recognized.  The following areas are worthy 
of further examination: 
 
• In as much as the research was restricted to Volkswagen of South Africa, 
similar surveys could be conducted in other industries and within other 
geographical areas within South Africa in order to compare such data with the 
results obtained from the current research undertaking; 
 
• This survey can be undertaken by the academic staff at tertiary educational 
institutions to determine whether the competencies in terms of knowledge, skills 
and attitude they consider to be the most important are similar to the 
competencies as highlighted in this research project; 
 
• A similar survey can be undertaken to determine whether the competencies 
and training interventions identified by the research project are effective when 
implemented generically across all disciplines and departments, and what 
specific adjustments, if any, should be made; and 
 
- 264 - 
• This research activity has concentrated on the use of graduate training 
programmes as a mechanism for facilitating the development of leadership 
competencies in designated individuals.  However, the most effective 
approaches for recruitment and selection of designated individuals, the 
retention of these employees, and their movement into leadership positions 
should be identified by means of a longitudinal research design in an attempt to 
discover the most effective training and developmental interventions for these 
groups. 
 
 
6.6 CONCLUSION 
 
Having considered researched recruitment, selection and training interventions 
that can be used with regards to graduate training programmes, the question can 
be posed:  can graduate training programmes supply the organisation with a 
continuous supply of well-trained and competent employees capable of 
occupying leadership positions in the future?  The answer to this question can be 
addressed provided organisations ask the following questions before embarking 
on a training programme: 
 
• Why do we want to introduce Graduate Training Programmes?; 
 
• Will the focus be on developing internal or external candidates?; 
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• Has the organisation previously tried to introduce or run formal training and 
development programmes previously which have failed?  If so, why did these 
interventions fail?; 
 
• Are there any aspects of the organisation that would mitigate against the 
introduction of formal training and development programmes such as a 
graduate training programme?  Would the programme receive the support of 
top management?; and 
 
• Does the organisation have sufficient resources to support such a programme? 
 
The changing workplace requires a new kind of worker with a new set of skills.  
Employers require the correct combination of non-technical skills to complement 
job specific technical skills.  The competencies required of recent graduates in 
the workplace have direct relevance to the curriculum of tertiary educational 
institutions.  It is therefore essential that there is ongoing consultation between 
organisations and tertiary educational institutions to compare what each believes 
to be important so as to reduce any misunderstandings and perceptions. 
 
Graduate training programmes can obviously not be considered as the sole 
strategy for facilitating the development of leadership competencies amongst 
members of the designated groups.  However, when training and development 
programmes such as these are effectively managed and integrated into the 
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overall development programmes of an organisation that is committed to 
transformation, these types of programmes can make a significant contribution to 
ensuring a continuous supply of competent and well-trained employees capable 
of occupying leadership positions within the organisation. 
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ANNEXURE 1 
 
VOLKSWAGEN OF SOUTH AFRICA’S GRADUATE TRAINING 
PROGRAMME 
 
MENTOR / COACH QUESTIONNAIRE 
 
 
SECTION A:  GENERAL INFORMATION 
 
Please supply the following information by indicating with an “x” where 
appropriate. 
 
A.1 Which division of VWSA do you work in? 
 
 
 
 
A.2 What position do you currently hold? 
 
 
 
 
A.3 For how many years have you held this position? 
 
 
 
 
A.4 What is your gender? 
 
Male 1 
Female 2 
 
A.5 What is your age group? 
 
21 – 30 1 
31 – 40 2 
41 – 50 3 
51 – 60 4 
Over 60 5 
 
A.6 What is your highest qualification? 
 
Matric 1 
Certificate 2 
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Diploma 3 
Higher Diploma 4 
Degree 5 
Honours Degree 6 
Masters Degree 7 
Doctorate 8 
Other (please specify) 9 
 
A.7 Have you attended workshops/seminars on mentoring in the past three 
years? 
 
Yes No 
 
A8. For how many years have you served as a mentor / coach? 
 
 
 
A9. How many people have you mentored / coached? 
 
 
 
A10. How many of these people still work within your division/VWSA? 
 
 
 
 
SECTION B:  MENTORING IN VWSA’S GRADUATE TRAINING PROGRAMME 
 
B.1 Please indicate the degree to which you agree or disagree with the following   
statements: 
 
 
STATEMENTS 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
ag
re
e 
A VWSA places a high value on the Graduate Training Programme     
B The Graduate Training Programme contributes to organisational 
objectives 
    
C Your Graduate Trainee/s make a contribution to your division     
D Given the choice, you would have volunteered to perform the 
role of mentor / coach to your Graduate Trainee 
    
E Your Graduate Trainee/s will still be with the organisation in 5 
yrs time 
    
F Your Graduate Trainee/s have the potential to perform 
leadership roles 
    
G The training that your Graduate Trainee/s received whilst on the     
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Training Programme contributed to ensuring more effective 
performance 
H The organisation should continue to offer Graduate Training 
Programmes 
    
I The organisation supplies the Graduate Trainees with continued 
support / development after completion of the Training 
Programme  
    
 
 
SECTION C: GRADUATE COMPETENCIES 
 
C.1 Please indicate the degree to which you agree / disagree that the following     
competencies are required by Graduate Trainees to be successful in their 
divisions: 
 
 
COMPETENCIES 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
A Initiative     
B Drive     
C Self-Motivation     
D Assertiveness     
E Interpersonal Skills     
F Leadership Skills     
G Judgement     
H Self-Confidence / Self Esteem     
I Verbal Communication     
J Written Communication     
K Internal Locus of Control     
L Work Standards     
M Tenacity     
N Others (please specify)… 
 
    
 
 
SECTION D:  THEORETICAL KNOWLEDGE REQUIREMENTS 
 
D.1 Please indicate the degree to which you agree / disagree that Graduate 
Trainees need to be in possession of the following knowledge elements when 
entering their divisions: 
 
 
THEORETICAL KNOWLEDGE REQUIREMENTS 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
A Theoretical knowledge of their course of study     
B Theoretical knowledge of VWSA     
C Theoretical knowledge of their division     
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D Theoretical knowledge of the job they will be performing     
E Theoretical knowledge of the various functional areas within their 
division 
    
F Theoretical knowledge of the various employees within their 
division and their roles and responsibilities 
    
G Other (please specify)… 
 
    
 
 
SECTION E: GRADUATE SKILLS 
 
E.1 Please indicate the degree to which you agree / disagree that Graduate 
Trainees need to be in possession of the following skills when entering their 
divisions: 
 
 
SKILLS 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
A Presentation Skills     
B Project Management Skills     
C Team work     
D Skill to work independently     
E Time Management skills     
F Assertiveness Skills     
G Report writing     
H Managing diversity     
I Managing their desks / offices     
J Skill to continuously improve themselves     
K Problem-solving techniques     
L Conflict management     
M Other (please specify)… 
 
    
 
 
SECTION F:  GRADUATE ATTITUDE 
 
F.1 Please indicate the degree to which you agree / disagree that Graduate 
Trainees need to posses the following attitudinal dimensions to be successful in 
their divisions: 
 
 
ATTITUDE 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
A Right the first time mentality     
B Striving to continuously improve work processes     
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C Desire to satisfy customer needs     
D Drive to improve own knowledge / skills     
E Proactiveness     
F Contributing of ideas to solve problems     
G Acceptance of ownership for work     
H Strives to reduce waste     
I Address mistakes and problems     
J Team player     
K Other (please specify…) 
 
    
 
 
G.  CURRENT GRADUATE TRAINING DEVELOPMENT PROGRAMME 
 
G.1 Please indicate the degree to which you feel the current training and 
development that the graduate trainees are exposed to contributes to the 
success of the programme: 
 
 
CURRENT TRAINING AND DEVELOPMENT 
 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
1.1 Corporate Training:     
A Completion of projects done as work groups / teams     
B Divisional presentations     
C Functional Presentations     
D Plant tour / functional area tours     
E Line work (3 weeks working on the line as operators)     
F Dealership exposure      
G Service Technical exposure     
1.2 Workshops:      
A Team Building     
B Powerful Presentations     
C Assertiveness and Group Facilitation     
D Group Forming (identify stages that groups go through to 
become cohesive) 
    
E Action Learning (learn that they must be actively involved in the 
learning process and how to achieve this, as opposed to school-
type learning where teacher is responsible) 
    
F Report Writing and Business Communications     
H Time Management     
I Diversity Training     
J Business Sense (simulated game where graduate trainees get to 
run their own company)  
    
K Striving for Excellence (aims at encouraging graduate trainees to 
question their current standards of performance) 
    
L Leadership Skills     
M Office Management (learn to manage their jobs, their desks and 
their days) 
    
1.3 Projects:      
A Corporate Project     
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B Line Assignment     
C Divisional Project     
1.4 Divisional Training:     
A Allied Areas training     
B Own Areas training     
1.5 German Language Training     
1.6 Computer Training (ICDL)     
1.7 Mentor and Coach relationship     
1.8 Monthly Performance Feedback Reviews     
 
 
H.  WHAT CHANGES, IF ANY, WOULD YOU MAKE TO THE CURRENT 
VWSA GRADUATE TRAINING PROGRAMME? 
 
 
 
 
 
 
 
 
Thank you for your kind co-operation. 
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ANNEXURE 2 
 
VOLKSWAGEN OF SOUTH AFRICA’S GRADUATE TRAINING 
PROGRAMME 
 
GRADUATE TRAINEE QUESTIONNAIRE 
 
 
 
SECTION A:  GENERAL INFORMATION 
 
Please supply the following information by indicating with an “x” where 
appropriate. 
 
A.1 Which division of VWSA do you work in? 
 
 
 
 
A.2 What position do you currently hold? 
 
 
 
 
A.3 For how many years have you held this position? 
 
 
 
 
A.4 What is your gender? 
 
Male 1 
Female 2 
 
A.5 What is your age group? 
 
21 – 30 1 
31 – 40 2 
41 – 50 3 
51 – 60 4 
Over 60 5 
 
A.6 What is your highest qualification? 
 
Matric 1 
Certificate 2 
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Diploma 3 
Higher Diploma 4 
Degree 5 
Honours Degree 6 
Masters Degree 7 
Doctorate 8 
Other (please specify) 9 
 
A7. For how many years have you been mentored / coached? 
 
 
 
A8. How many people have you been mentored / coached by? 
 
 
 
A9. In what year were you a Graduate Trainee? 
 
2001 1 
2002 2 
2003 3 
2004 4 
 
 
SECTION B:  MENTORING IN VWSA’S GRADUATE TRAINING PROGRAMME 
 
B.1 Please indicate the degree to which you agree or disagree with the following   
statements: 
 
 
STATEMENTS 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
ag
re
e 
A VWSA places a high value on the Graduate Training Programme     
B The Graduate Training Programme contributes to organisational 
objectives 
    
C As a Graduate Trainee, I make a contribution to my division     
D  Given the choice, I would have selected the mentor / coach I 
was assigned 
    
E I plan to still be with the organisation in 5 yrs time     
F I have the potential to perform a leadership role     
G The training that I received whilst on the Graduate Training 
Programme contributed to ensuring more effective performance 
    
H The organisation should continue to offer Graduate Training 
Programmes 
    
I The organisation supplies the Graduate Trainees with continued 
support / development after completion of the Training 
Programme  
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SECTION C: GRADUATE COMPETENCIES 
 
C.1 Please indicate the degree to which you agree / disagree that the following     
competencies are required by Graduate Trainees to be successful in their 
divisions: 
 
 
COMPETENCIES 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
A Initiative     
B Drive     
C Self-Motivation     
D Assertiveness     
E Interpersonal Skills     
F Leadership Skills     
G Judgement     
H Self-Confidence / Self Esteem     
I Verbal Communication     
J Written Communication     
K Internal Locus of Control     
L Work Standards     
M Tenacity     
N Others (please specify)… 
 
    
 
 
SECTION D:  THEORETICAL KNOWLEDGE REQUIREMENTS 
 
D.1 Please indicate the degree to which you agree / disagree that Graduate 
Trainees need to be in possession of the following knowledge elements when 
entering their divisions: 
 
 
THEORETICAL KNOWLEDGE REQUIREMENTS 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
A Theoretical knowledge of their course of study     
B Theoretical knowledge of VWSA     
C Theoretical knowledge of their division     
D Theoretical knowledge of the job they will be performing     
E Theoretical knowledge of the various functional areas within their 
division 
    
F Theoretical knowledge of the various employees within their 
division and their roles and responsibilities 
    
G Other (please specify)… 
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SECTION E: GRADUATE SKILLS 
 
E.1 Please indicate the degree to which you agree / disagree that Graduate 
Trainees need to be in possession of the following skills when entering their 
divisions: 
 
 
SKILLS 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
A Presentation Skills     
B Project Management Skills     
C Team work     
D Skill to work independently     
E Time Management skills     
F Assertiveness Skills     
G Report writing     
H Managing diversity     
I Managing their desks / offices     
J Skill to continuously improve themselves     
K Problem-solving techniques     
L Conflict management     
M Other (please specify)… 
 
    
 
 
SECTION F:  GRADUATE ATTITUDE 
 
F.1 Please indicate the degree to which you agree / disagree that Graduate 
Trainees need to posses the following attitudinal dimensions to be successful in 
their divisions: 
 
 
ATTITUDE 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
A Right the first time mentality     
B Striving to continuously improve work processes     
C Desire to satisfy customer needs     
D Drive to improve own knowledge / skills     
E Proactiveness     
F Contributing of ideas to solve problems     
G Acceptance of ownership for work     
H Strives to reduce waste     
I Address mistakes and problems     
J Team player     
K Other (please specify…) 
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G.  CURRENT GRADUATE TRAINING DEVELOPMENT PROGRAMME 
 
G.1 Please indicate the degree to which you feel the current training and 
development that the graduate trainees are exposed to contributes to the 
success of the programme: 
 
 
CURRENT TRAINING AND DEVELOPMENT 
 
S
tro
ng
ly
 
Ag
re
e 
A
gr
ee
 
D
is
ag
re
e 
S
tro
ng
ly
 
D
is
a g
re
e 
1.1 Corporate Training:     
A Completion of projects done as work groups / teams     
B Divisional presentations     
C Functional Presentations     
D Plant tour / functional area tours     
E Line work (3 weeks working on the line as operators)     
F Dealership exposure      
G Service Technical exposure     
1.2 Workshops:      
A Team Building     
B Powerful Presentations     
C Assertiveness and Group Facilitation     
D Group Forming (identify stages that groups go through to 
become cohesive) 
    
E Action Learning (learn that they must be actively involved in the 
learning process and how to achieve this, as opposed to school-
type learning where teacher is responsible) 
    
F Report Writing and Business Communications     
H Time Management     
I Diversity Training     
J Business Sense (simulated game where graduate trainees get to 
run their own company)  
    
K Striving for Excellence (aims at encouraging graduate trainees to 
question their current standards of performance) 
    
L Leadership Skills     
M Office Management (learn to manage their jobs, their desks and 
their days) 
    
1.3 Projects:      
A Corporate Project     
B Line Assignment     
C Divisional Project     
1.4 Divisional Training:     
A Allied Areas training     
B Own Areas training     
1.5 German Language Training     
1.6 Computer Training (ICDL)     
1.7 Mentor and Coach relationship     
1.8 Monthly Performance Feedback Reviews     
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H.  WHAT CHANGES, IF ANY, WOULD YOU MAKE TO THE CURRENT 
VWSA GRADUATE TRAINING PROGRAMME? 
 
 
 
 
 
 
 
 
 
 
 
 
 
Thank you for your kind co-operation. 
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ANNEXURE 3 
 
 
 
Hi All 
 
As a result of continuous efforts to upgrade the Graduate Training Programme, a 
questionnaire has been formulated to provide all the participants in the 
programme with the opportunity to offer their insights and opinions as to the most 
relevant/valuable components of the programme.  As you have all either served 
as a mentor/coach to a graduate trainee, or been a graduate trainee on VWSA’s 
Graduate Training Programme within the last four years, your input will be of 
great value to us.   
 
The questionnaire will take approximately 10 – 15 minutes to complete, and will 
make a significant contribution towards making adjustments and improvements to 
the current programme.   
 
It would be greatly appreciated if you would please take the time to complete this 
questionnaire, and return to me either via e-mail on the return path, or fax on 
5682, by Tuesday 30 November.  This will give us sufficient time to implement 
your suggestions when designing the programme for the 2005 Graduate 
Trainees (to be completed by shutdown). 
 
Many thanks for your participation. 
 
Kind regards, 
 
 
 
Cheryl Avrabos 
Portfolio Head:  Centralised Recruitment and Training  
Education and Training Institute 
 
Volkswagen of South Africa 
PO Box 80 
Uitenhage 
6230 
 
Tel: +27-41-994 5682 
Fax: +27-41-994 5682 
<mailto:avrabos@vwsa.co.za>  
 
